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Abstract 
 This thesis proposes a new theory to explain how corporations achieve effectiveness. It 
argues that organisational effectiveness is the outcome of organisations finding ways to 
achieve both financial goals and moral-based goals. Prioritising one type of goal over the 
other will ultimately lead to ineffectiveness; what is required is an alignment between 
financial and moral-based goals. The need for alignment is presented as an 
organisational paradox that has not been adequately addressed within research to date. 
This study examines the paradox within two corporations using longitudinal case 
studies. By adopting the position that effectiveness is not morally neutral (MacIntyre, 
2007) a theoretical framework is developed incorporating the virtue-based concept of 
the common good within an organisational context. Findings identify that the alignment 
between stated goals and effectiveness occurs through harmonisation, consistent with a 
corporation’s moral agency. The common good of the organisation is defined and 
identified in situations of effectiveness where there are strong working relationships 
and a high application of management systems. This research redefines organisational 
effectiveness as consisting of specific criteria and contextualises moral-based goals and 
financial goals within each corporation. Findings also demonstrate how the common 
good within both corporations was utilised to integrate member behaviour and enhance 
corporate reputation among stakeholders. The research findings are consistent with the 
theory proposed in the thesis: achieving organisational effectiveness and organisational 
goals is dependent on applying a new construct—the common good of the organisation. 
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Glossary 
Collective Intentionality: intentions, beliefs and desires that are shared by a 
collectivity (Searle, 2005). 
Common Good: “the growth and success of the community also enhances the well-
being of the individuals in the community” (O’Brien, 2009, p.28). 
Common good of the organisation: Defined for the purpose of this thesis as the 
shared acceptance by members of an organisation of the stated goals of their 
organisation which result in the ongoing moral and material benefit to individual 
members.  
Corporation: a registered legal entity attributed a legal personality that has legal 
rights and obligations separate from its members and also consists of a specific 
group of multiple members who are shareholders (Austin & Ramsay, 2007). 
Financial goals: Defined for the purpose of this thesis as organisational goals that 
have a clearly defined economic objective and measurement. 
 
Moral Agency: the attribution of right or wrong actions (Weaver, 2006). 
Moral based goals: Defined for the purpose of this thesis as organisational goals 
that articulate a moral objective and are clearly defined as being ethically the right 
thing to do.  
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Organisational Effectiveness: Defined for the purpose of this thesis as internally 
determined criteria that demonstrates the achievement of organisational goals 
within a financial year. 
Organisational Goal: “a desired state of affairs which the organization attempts to 
realise” (Etzioni, 1964, p. 6). 
Organisational Ineffectiveness: Defined for the purpose of this thesis as internally 
determined criteria that demonstrates the non- achievement of organisational 
goals within a financial year. 
Organisational Paradox: the existence within an organisation of “contradictory yet 
interrelated elements – elements that seem logical in isolation but absurd and 
irrational when appearing simultaneously” (Lewis, 2000, p.760). 
Virtue: “an acquired human quality the possession and exercise of which tends to 
enable us to achieve those goods which are internal to practises and lack of which 
effectively prevents us from achieving any such goods” (MacIntyre, 1981, p.178). 
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Chapter 1 — Introduction 
1.1 Introduction 
This thesis focuses on exploring the construct of organisational effectiveness and its 
achievement through two types of organisational goals: financial and moral-based. It is 
intended that this exploration, from an operational perspective (reported by 
management) rather than a governance perspective (reported by a board to external 
stakeholders), will improve the understanding of these and other related constructs and 
generate theoretical insights and models that can be utilised for future research into 
how organisations achieve effectiveness.     
1.2 Motivation 
My motivation to conduct this study evolved over a prolonged period of employment 
(+20 years) with a number of large corporations in senior executive roles. During this 
period the rationale provided as to why a corporation’s effectiveness and goals were 
achieved or not was very often attributed to its culture and/or values. I found this 
response glib, frequently used but superficial. When discussing this response with 
senior managers, employees and others, including clients and shareholders, they would 
often add terms such as ‘leadership’ and ‘teamwork’ but when pressed they, like myself, 
struggled to specifically identify how and why this occurred. Maybe it was just our 
deficiency in understanding the achievements of these individuals, subgroups and 
organisations in often challenging environments. However, a standard comment was the 
association of good and bad to instances of organisational success (good culture, good 
team, good leadership) or organisational failure (bad culture, bad team, bad leadership). 
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The phrases ‘good’ or ‘bad’ therefore present a window to explore the topic of 
effectiveness and goals. Could there exist a rationale based on the concept of good or 
bad that went deeper than culture and values to explain the relationship between an 
organisation’s effectiveness and its goals? This question provided me with the 
opportunity to consider moral theory and its potential relationship with organisational 
effectiveness and is consistent with my personal stance that corporations in seeking to 
achieve ongoing effectiveness and therefore long term sustainability endeavour to not 
only do well financially but also do good, by maintaining a moral based relationship both 
with internal stakeholders (employees, contractors) and external stakeholders 
(customers, shareholders, community).  
 
1.3 Background  
A feature of modern societies is the development of organisations as collectives 
(Parsons, 1961), which are established to achieve outcomes greater than that possible 
by an individual (Scott, 1992). Therefore the achievement of collective outcomes is 
potentially based on good culture and good values. However, organisational culture has 
many definitions; ranging from the simplest version “how things are done around here” 
(Cameron & Quinn, 2011, p. 19) to the more complex “the collective programming of the 
mind which distinguishes the members of one group or category of people from those of 
another” (Hofstede, 1994, p.5). Similarly, ‘organisational values’ has many definitions, 
with Hofstede’s (2001, p. 5) definition of a value being “a broad tendency to prefer 
certain states of affairs over others” being accepted in organisational research (Manz, 
Cameron, Manz, & Marx, 2006). While it has been argued that an organisation’s culture 
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and values have an impact on its effectiveness there is currently no adequate 
explanation as to why and how this relationship occurs (Cameron & Quinn, 2011). This 
inadequacy has resulted in numerous approaches to provide an explanation for this 
phenomenon (Cameron, 2010; Dennsion, 1990; Schein, 2010). The variation between 
approaches demonstrates the challenge in defining and measuring effectiveness within 
organisations (Zammuto, 1984). Scott (1992), in highlighting the difficulty in 
determining the criteria for effectiveness does, however, suggest that this is possible 
through setting standards (e.g. success or failure) and selecting indicators (e.g. 
outcomes, structures and processes). Therefore, while the defining of organisational 
effectiveness is subjective or mutually agreed it is possible to specify its existence by 
stating boundaries, which include the consideration of participants, constituents and 
measures (Scott, 1992). By adopting such an approach I intend to conceptualise the 
construct of organisational effectiveness in order to progress its understanding and 
address a declining interest in this topic over the last 20 years by academic researchers 
(Cameron, 2010).  
The difficulty of achieving effectiveness is an ongoing reality in organisations. This fact 
is highlighted in research conducted by Gallup Inc. in 2012 into employee engagement 
in 142 countries, which found that 87% of employees worldwide were disengaged in 
their jobs. Of this number 24% were actively disengaged, “they are unhappy and 
unproductive at work and liable to spread negativity to co-workers”, compared to 13% 
who were engaged: “are psychologically committed to their jobs and likely to make 
positive contributions to their organizations”. The remaining 63% were classified as not 
engaged, “they lack motivation and are less likely to invest discretionary effort in 
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organizational goals or outcomes” (Crabtree, 2013, p. 1). As an analogy, if an 
organisation is a rowboat, consisting of ten rowers, two are trying hard, six are just 
dipping their oars in the water and two are trying to tip the boat over. While these 
findings are concerning, a bigger disappointment is that they have not differed 
significantly over the last 12 years and are consistent with similar research conducted in 
other countries (Gallup Inc., 2013). In a competitive environment how do organisations 
improve effectiveness where the percentage of employees who are committed to 
achieving their organisation’s stated outcomes increases? Failure to achieve this 
outcome has the potential to diminish the organisation’s performance and lead to its 
eventual demise. Similarly, this explanation may also be identified in organisations that 
continue to flourish.     
A starting point for achieving effectiveness through the alignment of collective 
behaviour is the concept of good and bad, identified in my motivation for this study. I 
therefore considered the topic of business ethics and its relationship with effectiveness. 
The role of ethics in the behaviour of organisations is important for a number of reasons, 
including the ability to define acts of unethical behaviour, such as exploitation in the 
workplace and excessive self-indulgence including corrupt acts (Rose-Ackerman, 2002). 
Such behaviour is seen by society as inappropriate, regardless of the rationale attached 
(Heath, 2009). However, incorporating ethics based on specific moral concepts, such as 
virtues, utility or rights, into organisational theory has proved difficult as ethics can be 
seen as individually-focused, complex, potentially in conflict with the competitive nature 
of organisations, and externally focused on legislative or community compliance (Elms, 
Brammer, Harris & Phillips, 2010; Fritzshe & Becker, 1984; James, 2000; Trevino & 
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Brown, 2004; Trevino, Weaver & Reynolds, 2006). This difficulty has resulted in a 
pessimistic view that the term ‘business ethics’ is an oxymoron (Michalos, 1995) due to 
the apparent conflict between ‘doing well’ and also ‘doing good’ (Margolis, Elfenbein & 
Walsh, 2007). Notwithstanding this conflict due to the impact of society’s expectations 
and their reflection in individual perceptions of an organisation, it is proposed that 
ethics and related moral concepts can and do act as antecedents in organisational 
behaviour and the subsequent conduct of internal activities within an organisation 
which lead to effective outcomes (Mele, 2005; Singer, 1994; Solarte, 2010). An 
understanding as to how this occurs has led to the recent consideration of the 
relationship between organisational virtue and performance (Cameron, Bright & Caza, 
2004), ethical decision-making in organisations (Flynn & Wiltermuth, 2010), 
behavioural ethics in organisations (Trevino, Weaver & Reynolds, 2006) and illegal 
behaviour in organisations (Mishan, Dykes, Block, & Pollock, 2010). Despite these 
research areas and related activities the relationship between an organisation’s 
effectiveness and ethics remains inadequately explained (Neilson, 2006).     
 In summary the study seeks to address three realities. Firstly, organisational 
effectiveness is an important construct that consists of multiple approaches but is a 
declining area of research (Cameron, 2010). It is a topic that requires a more detailed 
explanation than just an organisation’s culture or values. Secondly, in practise, 
effectiveness is critical to an organisation’s success or failure but how this occurs in 
aligning collective behaviour is unclear. Thirdly, while there appears to be a relationship 
between an organisation being effective and being ethical the reasons for why and how 
‘doing well’ and also ‘doing good’ are necessary are largely unexplored (Margolis et al., 
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2007).  Faced with these realities, and influenced by my motivation for the thesis as 
outlined in section 1.2, this thesis explores the construct of organisational effectiveness 
through the unpacking of a single moral-based proposition: an organisation’s 
effectiveness is not morally neutral.  
1.4 Argument                                                                                                                                             
The primary argument made in this thesis is that organisational effectiveness is the 
outcome of an organisation finding ways to achieve both financial goals and moral-
based goals. Prioritising one form over the other will ultimately lead to ineffectiveness; 
what is required is an alignment between the two. To achieve alignment the two types 
of goals need to be harmonised, and it is argued that harmonisation—and thus 
alignment—occurs to the degree that organisations develop a widely shared acceptance 
of the ‘common good’ of the organisation. The common good of an organisation, defined 
within this thesis as; the shared acceptance by members of an organisation of the stated 
goals of their organisation which result in the ongoing moral and material benefit to 
individual members, allows sometimes disparate sections of the organisation, with often 
different short-term goals, to align their goals and subsequent actions with that common 
good. In doing so organisations will be effective in that seemingly incompatible 
organisational goals will be achieved. 
1.5 Research problem 
The study builds a theoretical framework, which acts as a boundary for the exploration 
of two research questions: 
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RQ1: How are financial and moral-based goals aligned to achieve the 
effectiveness of a corporation? 
RQ2: What is the relationship between the common good of an organisation and 
its effectiveness? 
Three research propositions are also developed to explore the relationships between the 
theoretical constructs:  
P1: The higher the misalignment between a corporation’s financial and moral-
based goals the lower the level of effectiveness. 
P2: The stronger the common good of the organisation the higher the level of 
alignment between financial and moral-based goals. 
 P3: The stronger the common good of the organisation the higher the level of 
effectiveness. 
The analysis of these propositions provided context for the development of responses to 
the study’s two research questions.  
1.6 Methodology 
Due to the exploratory nature of the research a multiple case study approach was 
conducted simultaneously within two separate case organisations, over a period of 
three years (Yin, 2009). Both these organisations are defined as corporations, with 
financial objectives as well as multiple shareholders (Austin & Ramsay, 2007). A pilot 
study to improve data collection protocols and define the constructs was also conducted 
prior to commencing the study (Yin, 2009). In order to establish the existence of and 
 22 
relationships between constructs based on human perception and understanding 
(Stake, 2010) the researcher was an embedded observer through the period of data 
collection, therefore “providing elaborate qualitative descriptions of them in terms of 
what people do and say in everyday life situations” (Jorgensen, 1989, p. 18). To improve 
validation through the triangulation of findings (Eisenhardt, 1989a), data collection 
consisted of semi-structured interviews, detailed document analysis and participant 
observations. A thematic approach was developed for the analysis of the study’s 
multiple data sources. This provided a structured approach to the description of 
patterns across a wide range of data sources through the use of explicit codes (Boyatzis, 
1998; Braun & Clark, 2006).  A cross-case analysis (Yin, 2009) was also conducted, both 
in the identification and contextualisation of constructs discussed in Chapter 4, the 
verification of research propositions in Chapter 5 and responses to research questions 
detailed in Chapter 6. 
1.7 Thesis structure 
Chapter 2 commences with a review of the literature into organisational goals and their 
relationship with organisational effectiveness. Financial and moral-based goals are 
defined, and their alignment for achieving effectiveness is contextualised as an 
organisational paradox. The role of paradoxes in generating new insights and theory is 
then discussed. Based on the proposition that effectiveness is not morally neutral it is 
argued that financial and moral-based goals need to be harmonised in member 
activities, rather than compromised to achieve effectiveness. Harmonisation, it is 
argued, occurs as a rational outcome due to corporations being moral agents, thereby 
establishing a boundary for conducting internal activities consistent with the 
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corporation’s dominant moral orientation. It is then further argued that the virtue-based 
concept of the common good is the most conducive moral orientation for the 
harmonisation of different types of goals to achieve effectiveness. This leads to the 
redefining of the common good as an organisational construct. A theoretical framework 
is then developed, detailing the dynamic relationship between defined constructs. This 
framework is then used to explain how organisational goals and organisational 
effectiveness interact and are co-dependent. Research propositions and research 
questions are then stated. 
Chapter 3 specifies the research methodology. As both an exploratory and explanatory 
study a research design based on a qualitative case study method is justified, followed 
by a description of the conduct of multiple case studies, including a pilot study. An 
outline of both case organisations is provided to establish the research context. The use 
of a thematic analysis, based on the longitudinal nature and multiple data sources of the 
research, is then discussed. The coding structures and approaches to data collection are 
detailed. The chapter concludes by identifying the study’s limitations and the 
approaches adopted to reduce their effect. 
Chapter 4 operationalises and contextualises the research constructs specified in the 
theoretical framework. Effectiveness is established as a construct within both case 
organisations as consisting of four criteria, with organisational ineffectiveness defined 
as the failure to achieve one or more criteria. Organisational goals, specifically financial 
and moral-based goals, are defined and detailed. A discussion, incorporating the work of 
MacIntyre (1988, 2007), is then provided on the relationship between effectiveness and 
financial and moral-based goals, including the finding that their relationship is based on 
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reciprocity. The common good of the organisation is identified through the application 
of Searle’s (2005) concept of collective intentionality. Both the common good of the 
organisation and organisational effectiveness are found to occur in situations where 
there are both strong working relationships and a high application of management 
systems. This finding is discussed and compared to situations of integrated versus siloed 
behaviour by subgroups.  
Chapter 5 discusses the three research propositions and incorporates findings from 
Chapter 4. Specifically, Proposition One (P1) is not supported due to the identification of 
the role of moral-based goals in harmonising financial goals. Proposition Two (P2) is 
supported due to the positive relationship between the common good of the 
organisation and goals. Proposition Three (P3) is supported as the common good of the 
organisation is found to reduce the levels of ineffectiveness. 
Chapter 6 consolidates the findings to develop responses to the two research questions. 
These responses are then detailed, including the concept of reciprocity of effectiveness 
and goals. I then examine the findings in relation to the theoretical framework and the 
development of a common good theory of organisational effectiveness. The chapter 
concludes with a discussion on the study’s theoretical contributions and contribution to 
management practice. Suggested opportunities for future research are also identified 
and discussed, as are the limitations given the study’s exploratory and explanatory 
nature. 
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1.8 Conclusion 
The challenge of organisational research is not only to explain what occurs but also to 
develop theory that furthers the understanding of reality within corporations. As I write 
this the global corporation Volkswagen has been found to have installed software to 
falsify emission readings for diesel vehicles. The impact is forecast to affect over 11 
million vehicles worldwide and financially reduce profitability by US $10b.  The 
corporation’s Chief Executive Officer (CEO) has apologised: “millions of people in the 
world trust our brand, our cars and our technology. I am endlessly sorry we have 
betrayed that trust” (Boston & Sloat, 2015, p. 25). This is just another reported incident 
of a corporation failing to meet its moral accountability and the detrimental impact this 
has on the organisation’s effectiveness. As collectives, the social structure of 
corporations continues to bring complexity to their existence and outcomes, including 
their impact on internal and external stakeholders. This study seeks to embrace the 
complexity of this reality by developing an alternative lens through which one can 
consider the activities of corporations as they seek to clarify and increase their purpose 
and contribution as members of society. To believe that corporations operate with no 
moral orientation, have an absence of moral-based goals and their effectiveness is 
without moral accountability would make one’s relationship and belief in their own 
organisation very cold, impersonal and disconnected. If this perception exists it needs to 
be challenged in order to explain how a corporation and its members are, and can 
continue to be, successful. 
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Chapter 2 — Synthesis of the literature and development of 
theory 
2.1 Introduction 
A feature of modern societies is the development of organisations as collectives 
(Parsons, 1961), which are established to achieve outcomes greater than that possible 
by an individual (Scott, 1992).  However, effectiveness, defined for the purpose of this 
study as the achievement of an organisation’s stated goals, continues to be challenging. 
The size of this challenge, as outlined in section 1.3, is exemplified by research that 
found that 87% of employees worldwide were disengaged in their jobs (Gallup Inc., 
2013). In a competitive environment how do profit-orientated organisations improve 
effectiveness where the level of employee engagement increases and is demonstrated 
through the integration of internal activities by disparate subgroups to achieve 
outstanding results? This study examines this question through the exploration of the 
relationship between organisational effectiveness and organisational goals. My aim is to 
explore the mechanisms and processes utilised within organisations to achieve and 
demonstrate effectiveness. This exploration will then provide the foundation to build 
theory through the development of a novel rationale that offers an explanation for how 
both goals and effectiveness are achieved within the corporation’s activities 
(Eisenhardt, 1989a). 
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In seeking to understand organisations early organisational theorists identified goals as 
the precondition for an organisation’s existence, with goal achievement being a measure 
of their effectiveness (Barnard, 1938; Weber, 1947; Cyert & March, 1963). While they 
and other researchers differed in how goals are developed and achieved, the centrality 
of goals remains an important element in the understanding the functioning of 
organisations (Scott, 1992). However, there has been a declining interest in researching 
the relationship between organisational goals and organisational effectiveness, which 
has resulted in a subsequent lack of development in theoretical explanations (Cameron, 
2010; Shinkle, 2012). This inadequacy has subsequently lead to the development of 
alternative explanations as to how organisational effectiveness is achieved. Alternative 
models include the systems based approach (Yuchtman & Seashore, 1967), 
development of multiple constituency models (Zammuto, 1984) and recently positive 
organisational scholarship, which seeks to explain “positive outcomes, processes and 
attributes of organisations.... (that result in)... human excellence and extraordinarily 
elevated performance” (Cameron, 2010: xxiv). Despite the evolution of various 
explanations as to how and why organisational effectiveness occurs interest in the topic 
continues to wane due to the complexity of having multiple explanations, the difficulty 
in validating concepts and the challenge of pragmatism in light of increasing concerns 
over the behaviour of organisations and their representatives (Cameron, 2010) 
However the understanding of organisational effectiveness is the subject of most 
organisational research (Cameron & Whetten, 1996). In order to progress 
understanding into this important issue this study seeks to provide an alternative 
explanation of organisational effectiveness based on the goal attainment approach 
(Bluehorn, 1980; Mohr, 1973) by focusing on two fundamental areas: 
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 Understanding the relationship between an organisation’s financial goals and a 
category of non-financial goals, defined as moral-based goals. 
 Exploring how this relationship impacts on the effectiveness of a specific profit-
orientated business defined as a corporation.  
The study therefore seeks to address a paradox that exists in all corporations: their 
effectiveness depends upon achieving a number of competing internal goals. This 
paradox requires ongoing resolution due to the continual presence of these competing 
internal goals (Smith & Lewis, 2011; Smith, 2014).  
For the purpose of this study its focus is restricted to corporations as opposed to other 
profit-oriented businesses and organisations in general. A corporation is a registered 
legal entity attributed a legal personality that has legal rights and obligations separate 
from its members (Austin & Ramsay, 2007). However, corporations also consist of a 
specific group of multiple members who are shareholders (Austin et al., 2007) who seek 
a financial return on their investment. It is the opportunity to empirically understand if 
meeting stated financial goals used to attract and maintain shareholder participation 
impacts on the achievement of effectiveness. This provides a unique area of interest. 
Before commencing with a review of the literature into the nature of this organisational 
paradox it is important to acknowledge that in conducting this research it is not intend 
to incorporate any consideration of social goals, which may also be seen as value based 
goals, such as those that underpin organisational research into Corporate Social 
Responsibility (CSR) behaviour, for example becoming carbon neutral. This exclusion is 
due to the external institutional element in developing and sustaining an organisation’s 
social goals and subsequent CSR behaviour through public, professional and legislative 
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requirements underpinned by the goals of the community (Schultz & Wehmeier, 2010). 
The exclusion of externally generated social goals arises due to two predetermined 
research boundaries: 
1. This research is limited to the consideration of effectiveness as determined 
within a corporation for its sustainability, resulting in internally generated goals. 
Therefore consideration of external perspectives or external validation of a 
corporation’s effectiveness or the achievement of goals is excluded from the 
research. 
2. This research seeks to explore an understanding of the relationship between 
internally generated goals and their impact on the effectiveness of a corporation.  
While these boundaries will no doubt raise further questions, for example the 
relationship between externally- and internally-generated goals in achieving effective 
outcomes, they are necessary to ensure the study is both manageable and contributory. 
2.2 Argument 
As stated in section 1.4, the primary argument made in this thesis is that organisational 
effectiveness is the outcome of organisations finding ways to achieve both financial 
goals and moral-based goals. Prioritising one form over the other will ultimately lead to 
ineffectiveness: what is required is alignment between both. To achieve alignment 
requires the two types of goals to be harmonised, and it is argued that harmonisation— 
and thus alignment—occurs to the degree that organisations develop a widely-shared 
notion of the ‘common good’ of the organisation. A shared common good allows 
sometimes disparate sections of organisations, with often different short-term goals, to 
align their goals and subsequent actions with that common good. In doing so 
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organisations will be effective, in that seemingly incompatible organisational goals will 
be achieved. 
The structure of the chapter is therefore based on six interrelated and sequential 
arguments:  
1. A corporation’s effectiveness is the achievement of its stated organisational goals, 
which are either financial or moral-based. 
2. A paradox exists within a corporation, as these different types of goals need to be 
aligned to achieve effectiveness. 
3. Corporations achieve effectiveness by harmonising competing goals rather than 
compromising between these types of goals.  
4. Goal harmonisation and ongoing effectiveness is determined by a corporation’s 
moral agency. 
5. A corporation’s moral agency, based on the common good where actions are 
determined by virtues, maintains internal alignment necessary for the 
harmonisation of stated goals and ongoing effectiveness. 
6. Searle’s (2005) concept of collective intentionality, applied within a corporation’s 
activities, identifies the presence of the common good and its impact on aligning 
goals to achieve effectiveness.  
The exploration of these arguments, conducted through a synthesis of the literature, 
leads to the development of a theoretical framework that demonstrates how 
corporations achieve effectiveness through the alignment of financial and moral-based 
goals. Three research propositions are then developed which focus on potential 
relationships between constructs within the framework. The relationships between the 
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framework’s components are then discussed as well as their benefits in providing a 
structured approach to conduct research into the relationship between organisational 
goals and effectiveness. This leads to the formation of the two research questions that 
are to be addressed. The chapter’s conclusion then identifies three potential 
contributions to organisational research by providing an alternative explanation for the 
behaviour of corporations as moral agents, consistent with the expectations of their 
members and an increasingly informed society. 
Importantly, throughout this study the researcher does not seek to infer judgement on 
whether an organisational goal or organisational effectiveness is morally right or wrong. 
Instead it is the researchers position believe that organisational effectiveness is not 
morally neutral, a position that has been considered previously by McIntyre (2007), at 
the individual rather than organisational level. Therefore the study’s focus is on 
organisational-level constructs: the development of a theoretical explanation for how 
alignment between competing goals—either financial or moral-based—occurs in order 
to explain how organisations achieve ongoing effectiveness. This is regardless of the 
nature and ongoing conduct of a corporation that results in its perceived morality. 
2.3 Organisational Goals 
It is widely accepted within organisational research that the achievement of 
organisational goals is a demonstration of an organisation’s effectiveness (Barnard, 
1938; Cyert & March, 1963; Scott, 1992; Weber, 1947).  This study will now argue that 
there exist two types of organisational goals—financial and moral-based—and that for 
effectiveness to occur these two types of goals need to be aligned within an 
organisation.  
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An organisational goal is defined as “a desired state of affairs which the organization 
attempts to realise” (Etzioni, 1964, p. 6). This definition, however, simplifies the 
complexity of research into this topic due to the following: 
 An organisational goal represents the objectives of the whole organisation but 
may differ from the goals of senior managers, individual employees, teams or 
subgroups within an organisation (Simon, 1964).   
 Organisational studies have identified the existence of multiple and competing 
goals that can be categorised as organisational goals (Gross, 1969; Mohr, 1973; 
Perrow, 1961). 
 Organisational goals have also been identified as mechanisms to constrain, focus 
and control employees and subgroup behaviour (Barnard, 1938; Simon, 1964; 
Weber, 1947).  
Therefore, while the relationship between organisational goals and organisational 
performance is a common feature of organisational research (Scott, 1992) the 
relationship between multiple goals within an organisation, the role of goals and the 
variation in internal ownership of goals has led to a view that the topic is so complex 
that it is a fruitless exercise which should be abandoned (Bluehorn, 1980). This position 
appears to have been sustained in organisational research to date when one considers 
the outcomes of Shinkle’s (2012) extensive review and analysis into organisational goal 
research within academic literature from 1980–2010. This review identified a 
deficiency in understanding organisational goals (including organisational aspirations 
and reference points) due to: 
1. A lack of empirical evidence into goal antecedents.  
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2. An underdeveloped focus into non-financial goals compared to financial goals. 
3. The moderators of goal–consequence relationships not being adequately 
researched. 
4. The incorporation of concepts and frameworks from other theories are only just 
starting to emerge. 
These four deficiencies demonstrated that there currently exists a gap within 
organisational research into organisational goals (Shinkle, 2012). However, the study’s 
findings also provide a basis to develop alternative explanations to understand the 
relationship between an organisation’s goals and its effectiveness, including potential 
antecedents and moderators. Such an approach can also incorporate an exploration into 
non-financial goals and their relationship with financial goals. As stated previously in 
section 2.1 the study’s focus is on the specific relationship between two categories of 
organisational goals, defined as: 
 Financial goals: organisational goals that have a clearly defined economic 
objective and measurement. 
 Moral-based goals: organisational goals that articulate a moral objective and are 
clearly defined as being ethically the right thing to do.  
2.3.1 Financial Goals 
Financial goals are an essential feature of all corporations, which “society recognises as 
legitimate for business and a right which society may protect by laws and other 
sanctions” (Dill, 1965, p. 1073). Corporations, due to their reliance on investment 
capital, are required to generate satisfactory returns in a competitive market for their 
sustainability; they must financially do well to survive (Friedman, 1970). Therefore, for 
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corporations, the setting and achievement of financial goals is critical for their ongoing 
sustainability, with globally standard accounting-based measures and processes 
providing transparency. Financial reporting with independent oversight through 
corporate Boards and independent auditors ensure that financial goals, for example 
profit, earnings before income and tax (EBIT), shareholder returns (return on 
shareholder funds (ROSF), dividend payments, and other financial measures (cash flow, 
debit to equity ratios, etc.), are established, continually reviewed and reinforced within 
corporations as organisational-wide objectives. These goals are also broken down into 
subunits within a corporation through the setting and measurement of financial 
performance to agreed annual budgets reflecting short-term financial goals. These types 
of goals are also used to motivate and reward performance both at an individual and 
organisational level (Hamilton & Micklethwait, 2006). Therefore, due to their 
standardisation and defined measurement process, these types of goals can be identified 
and an understanding of their impact on the effectiveness of a corporation determined. 
2.3.2 Moral-based Goals 
 It has also been acknowledged that corporations have non-financial goals (Perrow, 
1961). These non-financial goals, including those that have a moral basis, form part of 
an organisation’s legitimacy: “a generalised perception or assumption that the actions of 
an entity are desirable, proper or appropriate within socially constructed systems of 
values, beliefs and definitions” (Suchman, 1995, p. 574). Non-financial goals have also 
been recognised as a component of an organisation’s identity: “those features of an 
organization that in the eyes of its members are central to the organization’s character 
or self-image, make the organization distinctive from similar organizations and are 
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viewed as having continuity over time” (Gioia, Patvardham, Hamiliton & Corley, 2013, p. 
125). Legitimacy and identity are established constructs within organisational research. 
Moral-based goals, I argue, are necessary to build and maintain ongoing creditability 
with multiple stakeholders, both internal and external, in order for the corporation to be 
effective. Moral-based goals, however, are not standardised. While corporations, as 
collectives, use a moral vocabulary to describe these types of goals (Lowe, 2010) there 
appears to be no accepted definition and measurement, rather they are an internally 
generated construct uniquely defined within each corporation. Consider the following 
examples sourced from the web sites of each of these corporations: 
 Walmart (2015): “Innovative thinking, leadership, and above all our commitment 
to saving people money so they can live better have made us the business we are 
today and shaping the company we will be tomorrow.” 
 South West Airlines (2015): “dedication to the highest quality of customer 
service delivered with a sense of warmth, friendliness, individual pride and 
company spirit.” 
 Wesfarmers (2015): “Wesfarmers’ long standing objective is to deliver a 
satisfactory return to shareholders. Underlying this, Wesfarmers adheres to four 
core values: integrity; openness; accountability; and boldness.” 
 BHP Billiton (2015): “Our purpose is to create long-term shareholder value 
through the discovery, acquisition, development and marketing of natural 
resources. Across our global operations, we are committed to working in ways 
 36 
that are true to Our BHP Billiton Charter values of Sustainability, Integrity, 
Respect, Performance, Simplicity and Accountability.” 
 Goldman Sachs (2015): “Our business principles, the foundation of our culture of 
client service, teamwork, excellence, personal initiative and accountability are 
fundamental to our long term sustainability and success.” 
 Whole Foods (2015): “With great courage, integrity and love – we embrace our 
responsibility to co-create a world where each of us, our communities and our 
planet can flourish. All the while, celebrating the sheer love and joy of food.” 
These public statements demonstrate broad, organisational-specific goals that articulate 
a moral objective and are clearly defined as being ethically the right thing to do from 
each corporation’s perspective. Some, such as Wesfarmers and BHP Billiton, incorporate 
shareholder benefits with moral objectives, while others, Walmart, South West Airlines 
and Whole Foods, are more altruistic in their orientation. Interestingly, in light of recent 
issues within the financial markets (Hamilton & Micklethwait, 2006), Goldman Sachs 
directly links their ongoing sustainability to the delivery of demonstrated ethical 
behaviour as an organisation. Statements such as these provide an organisational 
paradox, as the ongoing existence of internally defined, moral-based goals demonstrates 
a persistent relationship with the corporation’s financial goals. This is different from an 
organisational dilemma, in which resolution is achieved through an either/or choice 
(Smith 2014). How corporations manage this paradox of sustaining the persistent 
relationship between these different types of goals will therefore impact on their ability 
to achieve ongoing effectiveness.  
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The relationship between these two types of goals and the achievement of 
organisational effectiveness does not appear to be explained adequately to date when 
one considers a recent study conducted by Mishina, Dykes, Block and Pollock (2010) 
into corporate illegal behaviour. Corporate illegality is “an illegal act primarily meant to 
benefit a firm by potentially increasing revenues or decreasing costs… It is a way for a 
firm to boost its performance as it faces pressures to meet financial goals and 
expectations” (Mishina et al., 2010, p. 702). Their study focused on firm-level 
antecedents, such as high internal aspirations (goals) aligned to meet external 
expectations and illegal activity conducted by high-performing firms. The study’s 
findings were both surprising and concerning, with the likelihood of illegal activity 
increasing as stock performance relative to expectations increases (see Figure 2.1). 
Possible explanations for these findings have been attributed to an increase in loss 
aversion, hubris and prior gains resulting in higher risk-taking. However, it was also 
recognised that antecedents to such outcomes require further consideration (Mishina et 
al., 2010). Importantly, the study was consistent with that reported by Harris and 
Bromiley (2007) into executive compensation and financial misrepresentation. 
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Figure 2.1 Stock price performance, prominent firms and illegal behavior 
 
Source: (Mishina et al., 2010, p. 715) 
The findings arising from Mishina et al. (2010) have relevance to this study as they 
formally identify a conflict between a corporation’s financial goals and any stated moral-
based goals, such as trust, honesty and integrity. Importantly they propose that as the 
corporation becomes more effective in achieving its financial goals the potential for 
illegal, and therefore potentially immoral, acts increases. The findings from the two 
studies (Shinkle, 2012; Mishina et al., 2010) suggest that not only has there been a 
decline in research into organisational goals but also the emergence of a negative and 
very concerning relationship where the achievement of financial goals leads to non-
achievement of moral-based goals (Mishina et al., 2010). Both these studies, however, 
do identify an opportunity to explore how corporations address the achievement of 
competing goals.  
In summary, it is argued that within organisational research an accepted position is that 
the achievement of organisational goals is a demonstration of an organisation’s 
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effectiveness (Barnard, 1938; Weber, 1947; Cyert & March, 1963). In addition to this 
within organisations two distinctive types of goals exist—financial and moral-based—
and therefore   the misalignment in achieving these different types of goals will result in 
ineffectiveness by the organisation. This now leads to the question as to how an 
organisation may align these different types of goals. It is now intended to explore this 
question by establishing that the alignment between financial goals and moral-based 
goals is an organisational paradox that needs to be resolved in order to prevent 
organisational ineffectiveness.  
2.4 Organisational Paradox 
The second part of the argument advanced in the thesis is that existence of both 
financial and moral-based goals within a corporation is paradoxical; therefore 
effectiveness can only be achieved if this paradox is resolved. A paradox consists of 
“contradictory yet interrelated elements—elements that seem logical in isolation but 
absurd and irrational when appearing simultaneously” (Lewis, 2000, p.760). It is 
therefore also argue that the resolution of this paradox within a corporation’s activities 
occurs through the harmonisation of financial and moral-based goals, rather than 
through a compromise between these types of goals.    
Organisational paradoxes have been identified as a feature of corporations; these 
include the need for control and flexibility, innovation and compliance, trust and 
bureaucracy (Smith, 2014). Smith and Lewis (2011) expanded the consideration of 
organisational paradoxes further through their categorisation as being either: 
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 Organising: internal systems that result in competing designs and processes to 
achieve desired outcomes, for example manufacturing systems that incorporate 
the need for both control and flexibility. 
 Performing: competing strategies and goals that arise due to the plurality of 
stakeholders, for example internal versus external stakeholder interests or 
servicing the needs of internal departments and/or profit centres.  
Conflict can also arise between organising and performing paradoxes, such as the 
“interplay between means and ends or process and outcomes, apparent in conflicts 
between meeting employee and customer demands” (Smith et al., 2011, p. 384). 
Consistent with this position I propose that within corporations achieving effectiveness 
through the realisation of both internally generated financial and moral-based goals 
presents a performance paradox. This provides a framework to explore how 
corporations address this tension, potentially through the contextualisation of a 
dynamic equilibrium that may exist within a corporation (Smith et al., 2011).  
Research into the topic of organisational paradoxes has identified different approaches 
as to how they are managed internally. These include: 
 Accepting: “learning to live with the paradox” (Lewis, 2000, p. 764) where 
conflicting interests are recognised and embraced to achieve solutions that 
provide workable approaches without providing a resolution (Luscher & Lewis, 
2008). 
 Accommodating: “defining a novel, creative synergy that addresses both 
oppositional elements together” (Smith, 2014, p. 1594). The development within 
Toyota of ‘just-in-time’ inventory management systems are cited as 
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accommodating the competing goals of having little or no inventory and 
increasing manufacturing output (Smith, 2014). 
 Differentiating and Integrating: differentiating requires the competing elements 
of a paradox to be identified and their uniqueness acknowledged and addressed 
through independent activities (Smith & Tushman, 2005). Integrating focuses on 
linkages and synergies between elements acknowledged as being different to 
identify how paradoxes are resolved (Smith, 2014). An example of differentiating 
and integrating would be the approach adopted within corporations in launching 
an employee safety program while continuing to set increasing production 
targets. The success of both these different organisational initiatives relies on 
their efficient integration within the workplace. 
In determining how paradoxes are managed internally Smith (2014) argues that it is 
necessary to consider patterns of responses over time, rather than examine specific 
issues so as to develop an understanding of approaches and their explanation. This 
enables, the development of explanations for the internal management of paradoxes 
that do not “oversimplify and over rationalize complex phenomena” (Lewis, 2000, p. 
771). How patterns of responses are identified within this study is discussed further in 
Chapter 3. 
As discussed in section 2.3.1, there is a category of organisational goals, which can be 
labelled as financial goals. Corporations, due to their reliance on investment capital, are 
required to generate satisfactory returns in a competitive market for their 
sustainability; therefore they must financially do well to survive. However, 
paradoxically stakeholders expect a corporation to also ‘do good’ (Margolis et al., 2007), 
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through the development and achievement of a category of non-financial goals, defined 
in Section 2.3.2 as moral-based goals. As argued, moral-based goals are necessary to 
build and maintain ongoing credibility with multiple stakeholders, both internal and 
external, in order for corporations to be effective. The formalisation of financial and 
non-financial goals is also demonstrated through their integration into various 
management tools such as the balanced scorecard methodology (Kaplan & Norton, 
1996), which is a specific performance measurement tool developed to plan, control and 
measure organisational performance against stated goals (Norreklit, 2000). The ongoing 
achievement of both types of goals is therefore required to maintain their legitimacy 
and identity with internal and external stakeholders and potentially explains the 
growing inclusion of business ethics into corporations’ strategic planning activities 
(Freeman, Harrison & Wicks, 2007). 
The recognition of the paradox of achieving both financial and moral-based goals, as 
separate and specifically defined constructs, is not new within organisational research. 
Weber’s (1947) seminal research into organisations as rational systems, consisting of 
formalised, bureaucratic structures orientated to achieving collective goals, identified 
the conflict between collective material objectives and the moral aspirations of 
individuals. This resulted in the development of the concept of an ‘iron cage’ in which 
employees were forced to compromise moral standards to achieve financial objectives. 
While recognising the potential negative impact this conflict has on an organisation’s 
overall performance, Weber (1947) and subsequent organisational researchers, such as 
Cameron, Bright and Caza (2004) and Weaver (2006), have not provided an adequate 
explanation as to how this phenomena is addressed (Dyck & Weber, 2006). This 
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internally generated conflict between different types of goals is also reflected in an 
ongoing corporate tension, identified by both Goodpaster (1991) and Boatright (1994) 
that occurs due to the fiduciary obligation of management to shareholders and 
management’s broader duty to stakeholders, of which shareholders are only a subgroup. 
This conflict of obligations forms the nub of the disagreement between Friedman’s 
(1970) shareholder theory—where the only corporate goal is the creation of value for 
their shareholders—and Freeman‘s (1994) stakeholder theory—where multiple goals 
exist, both fiduciary and non-fiduciary, and their objectives are to satisfy the 
organisation’s multiple stakeholders (Goodpaster & Hollaran, 1994). Stakeholders are 
defined as “any group or individual who can affect or is affected by the achievement of 
the organization’s objectives” (Freeman, 1994, p. 46). However, to date no adequate 
explanation has been provided to resolve this paradox or even suggest how the multiple 
goals within stakeholder theory are aligned, resulting in a perspective that “some 
paradoxes are better preserved rather than guided toward resolution” (Goodpaster et 
al., 1994, p. 423). I challenge this perspective as it relates to organisational goals, as 
potential solutions may exist through the consideration of alternative paradigms that 
explain the relationship between ethical and economic-based objectives within both 
business and society (Freeman, Harrision, Wicks, Parmar & de Colle, 2010). 
 This study seeks to refine the broader conflict between meeting the obligations of both 
stakeholders and shareholders into a specific issue: understanding the internal 
relationship between financial and moral-based goals in achieving organisational 
effectiveness. As such this refinement, while sharing similarities with other identified 
paradoxes such as satisfying multiple stakeholders, provides a boundary in which to 
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examine and explore these concepts in order to develop an alternative framework to 
explain how, within a corporation, these different types of goals are interdependent.  
The question of how alignment between competing goals occurs is a major component 
of this study. At the extremities, if a corporation’s only measure of effectiveness is the 
continued maximisation of financial goals research has shown that organisations can be 
significantly damaged (e.g. AIG, Citibank; Crotty, 2009) or even fail (e.g. Enron, 
WorldComm; Coffee, 2002; Hamilton & Micklethwait, 2006). However, the role of 
financial goals is critical to a corporation’s ongoing sustainability. If they are not 
adequately realised then the corporation will fail due to the competitive nature of the 
market (they are either placed in receivership, cease to operate or are acquired).  These 
consequences are also applicable if the corporation’s sole focus is on its moral-based 
goals due to a detrimental impact on the generation of ongoing financial returns, as 
meeting only employee and client requirements would result in bankruptcy. However, 
the demonstrated failure of corporations to effectively meet their moral-based goals has 
led to a growing research interest into business ethics over the last 30 years. This 
interest has been attributed to the perceived increase in the level of misconduct within 
corporations (Green & Donavan, 2010). Despite the establishment in organisational 
research that corporations have an ethical as well as a financial responsibility (Margolis 
et al., 2007) there is an inadequate explanation as to how a corporation can address the 
paradox of achieving both financial and moral-based objectives (Bowie, 2010; Moore & 
Beedle, 2006).  The impact of the Global Financial Crisis (GFC), attributed to the 
misconduct of financial institutions to maximise financial returns, appears to reinforce 
the view that business ethics is an oxymoron due to the competitive, egotistic nature of 
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corporations to continually promote their financial objectives over ethical interests 
(Beauhcamp, Bowie & Arnold, 2009; Michalos, 1995). This perspective is continually 
being reinforced when one takes into account the publicly recorded settlements and 
fines by US authorities against some of the world’s largest banks, as detailed in Table 
2.1, for not only illegal but also moral wrongdoing to customers. 
Table 2.1 Recent USA Authorities Bank Settlements and Fines 
Bank Year Fine (US$) Reason 
CITI + 5 other banks 2012 $25 billion Alleged foreclosure processing abuses 
JP Morgan 2013 $13 billion Wrongful representation of 
mortgage bonds  
Bank of America 2013 $11.6 billion Wrongful representation of 
mortgage bonds 
Wells Fargo + 13 
other banks 
2013 $9.3 billion Alleged foreclosure processing 
abuses 
BNP Paribas 2014 $9.5 billion Violating US sanctions 
(Barrett & Matthews, 2014, p. 27) 
It should be noted that the allocated penalties detailed in Table 2.1 are appropriated to 
the corporation, demonstrating society holding the entity rather than just individual 
members accountable for these actions. Such outcomes demonstrate consistency with 
the findings of studies such as that of Mishina et al. (2010) into the tolerance of illegal 
activity within corporations and reinforce the often commented public and internal 
view that a corporation’s sole interest at the end of the day is its financial outcomes. 
However, I argue that a degree of internal alignment must occur to overcome the 
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organisational research paradox. This leads to the development of the study’s first 
proposition: 
P1: The higher the misalignment between an organisation’s financial and moral-
based goals the lower the level of organisational effectiveness. 
How alignment occurs is founded on Smith and Lewis’s (2011) analysis of research into 
a number of specific organisational paradoxes. Through their analysis they found that 
organisational sustainability is enhanced when a dynamic equilibrium—an alignment of 
elements of a paradox—is achieved. The achievement or failure to attain a dynamic 
equilibrium within an organisation and how this occurs, they argue, provides the 
opportunity for further research. Therefore, potentially it is within the components of 
the paradox and their relationships that explanations as to the paradox’s resolution may 
be found. 
To summarise, it is argued that corporations need to resolve the paradox of aligning 
both financial and moral-based goals or ineffective outcomes will result.  In the next 
section an explanation is presented as to how the paradox is resolved so that 
organisational effectiveness is maximised. Presenting this issue as an organisational 
paradox enables the identification that alignment, and therefore effectiveness, occurs 
due to the harmonisation of these types of goals within a corporation’s activities.  
Harmonisation, therefore, establishes the dynamic equilibrium between elements to 
enable the resolution of this organisational paradox (Smith et al., 2011). 
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2.5 Resolving the Paradox 
The contextualisation of the study’s primary argument as an organisational paradox 
provides the basis for understanding how a corporation may attempt to achieve its 
resolution. In this section it is argued that resolution is achieved when a corporation’s 
internal members conduct their activities in a manner that demonstrates the 
harmonisation of moral-based and financial goals. Further to this resolution will not 
occur if the internal activities conducted by a corporation’s members demonstrate that a 
compromise between these types of goals has been applied, therefore resulting in an 
increased risk of ineffective outcomes.   
Organisational paradoxes have been identified as providing opportunities for 
researchers to develop alternative explanations of phenomena (Lewis, 2000; 
Eisenhardt, 2000). Lewis (2000, p. 771) suggests that an appropriate exploration 
strategy for a paradox is the adaptation of “a narrative approach, analysing discourse to 
identify paradox … relying on the premise that paradoxes are both recognisable and 
socially constructed through actors’ rhetoric and conversations”. This approach is useful 
to progress this study’s development of theoretical explanations and the subsequent 
frameworks necessary to guide data collection and analysis. Consider the narratives 
contained in the following public statements: 
 Mark Zuckerberg, Chairman and founder of Facebook: “It drives me crazy when 
people … assert that we are doing something because the goal is to make a lot of 
money” (Rusli, 2014, p. 28). This position, he viewed, had overlooked Facebook’s 
goal of connecting the world digitally. 
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 Howard Marks, Chairman and co-founder Oaktree Capital (US$86billion in funds 
management) “I think you can go further in life by being a nice person than being 
a tough guy. We [Oaktree] try to have a reputation in the finance community as 
being good people you can work with, people who don’t necessarily take every 
penny—people who might leave something on the table for the other guy – and I 
think that is salutary. I don’t think it is desirable to fulfil the Masters of the 
Universe image” (Eyers, 2014, p.  31). 
Both these public statements contain a moralisation narrative (Lewis, 2010) that 
describes a subordination of financial goals to moral-based goals (altruistic: connect the 
world digitally; salutary: benefit others), which are used as a rationale for the ongoing 
success of their corporations. Narratives, including those that describe a moral 
rationale, provide a mechanism to explore the paradoxical nature of relationships 
between elements where a corporation can:  
“… maintain a duality of coexisting tensions … not a bland halfway point between 
one extreme and the other. The management of this duality hinges on exploring 
the tensions in a creative way that captures both extremes, thereby capitalising on 
the inherent pluralism within the duality” (Eisenhardt, 2000, p. 703).  
By adopting such an approach it can be proposed that harmonisation occurs between 
competing goals within a corporation resulting in their alignment. This is necessary for 
ongoing organisational effectiveness as misalignment, suggested in P1, occurs due a 
deterioration of the moral basis necessary to align financial and non-financial goals. This 
deterioration may arise from a misperception of internal stakeholders of the 
interrelationship between these different types of goals as detailed in Figure 2.2. 
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Figure 2.2 The Interrelationship between Financial and Moral-based Goals 
Diagram 1: Compromise 
 
 
 
 
Diagram2: Harmonise  
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ongoing either/or decisions (Smith, 2014). Therefore these paradoxical goals cannot be 
reconciled and internal stakeholders learn to live with the consequence (Luscher & 
Lewis, 2008). The potential for ineffectiveness therefore increases, as the inability to 
reconcile competing goals leads to an identifiable conflict between members and their 
subgroups as to which goals must be met to achieve effectiveness.  
However an alternative to a compromise by members and subgroups is harmonisation, 
as shown in Figure 2.2, Diagram 2. Here it is argued members and their subgroups 
demonstrate through the conduct of internal activities an ability to reconcile elements of 
the organisational paradox within a corporation. Subgroups therefore will utilise the 
corporation’s moral-based goals as a boundary for the achievement of financial goals, 
which subsequently results in organisational effectiveness. This outcome is also 
consistent with the position that effectiveness is not morally neutral, as effectiveness 
depends upon achieving the corporation’s moral-based goals. The demonstration of 
outcomes due to harmonisation arises from the internal establishment and ongoing 
development of synergies and linkages between a corporation’s financial and moral-
based goals by members to manage these different but integrated constructs to achieve 
effectiveness (Smith, 2014). The risk of ineffective outcomes is therefore reduced as 
members and their subgroups align competing goals in the conduct of their activities 
through ongoing harmonisation. This position is consistent with the finding by Smith 
and Lewis (2011) that organisational sustainability is enhanced when a dynamic 
equilibrium—an alignment of elements of a paradox—is achieved, that is, members and 
their sub groups continue to resolve the paradox of competing internal goals by 
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harmonising these goals therefore aligning their disparate activities to achieve 
effectiveness. 
In summary, it is argued that increased organisational effectiveness occurs if the 
organisational paradox is resolved through the harmonisation of different types of goals. 
Harmonisation, as opposed to compromise, allows members of a corporation to form 
the correct perception of the interrelationship between the elements of the paradox, and 
the corporation’s moral-based goals establish a boundary to the actions that can be 
taken to attain financial goals. Ultimately, through this alignment, due to harmonisation, 
organisational effectiveness is achieved through the attainment of both financial and 
moral-based goals. This boundary can now be explored as a demonstration of the 
corporation’s ability to act as a moral agent. 
2.6 The Corporation as a Moral Agent 
The existence of a boundary for actions established by a corporation’s moral-based 
goals in order to harmonise different types of goals is an outcome that evolved from 
considering how organisations as collectives achieve effectiveness despite having 
competing goals. The achievement of effectiveness (or its failure) depends on the 
alignment of different goals necessary to resolve a paradox that arguably exists in all 
corporations. The resolution of this paradox is due to harmonisation of goals rather than 
a compromise being achieved by members of a corporation, leading to increased 
organisational effectiveness. However, it is now argue that the outcome of 
harmonisation or compromise is due to a corporation’s moral agency—the attribution 
of right or wrong to actions (Weaver, 2006). Moral agency of an organisation is 
established by the corporation’s stated rationale as a collective, demonstrated by the 
 52 
establishment of collective goals (Scott, 1992) and the corporation’s intent, consistent 
with its internal decision-making processes (French, 1979). Therefore a corporation’s 
rationale and the demonstration of this through the intent of its decision-making 
processes, establish a moral-based boundary for the actions of its members necessary 
for harmonisation to occur. By law a corporation is an association with “mutual rights 
and obligations between members imposed by a multi-party contract between them” 
(Austin et al., 2007, p. 9). I intend to demonstrate that these mutual rights and 
obligations applied through a decision-making process must have a moral basis in order 
to establish and maintain harmonisation and a corporation’s effectiveness. 
A corporation’s actions reflect a desired end and are continually reinforced through 
practices in pursuit of stated goals. Importantly, the role of a collective in this pursuit is 
critical as “no practise can survive for any length of time unsustained by institutions” 
(MacIntyre, 2007, p.194). However, to date the consideration of moral agency within 
organisational research has been stifled due to moral accountability being attributed to 
the behaviour of an individual and not an organisation (Ashman & Winstanley, 2007; 
Donaldson, 1982; Scott, 1992; Beadle & Moore, 2006). This position demonstrates an 
ontological crossroad within organisational research: “Does an [sic] organization have 
anthropomorphic properties” (Scott, 1992)?  A positive or negative response to this 
question takes organisational research down one of two paths: 
 A positive response results in the development of concepts and approaches that 
view the organisation’s orientation and actions as a collective which can be 
evaluated as one would an individual (Zucker, 1987).  
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 A negative response results in a search for an explanation for the organisation’s 
activities and outcomes as the responsibility of an individual, the charismatic 
leader/benevolent dictator or a group of individuals—‘the dominant coalition’ 
(Scott, 1992).  
For the purpose of this study a positive response is adopted, arguing that corporations 
can and are viewed by stakeholders, both internal and external, as having 
anthropomorphic properties with specific goals, which are sustained in a corporation’s 
activities (Scott, 1992)—a position reinforced earlier in Table 2.1, where financial 
penalties were attributed to each corporation for immoral activities including wrongful 
representation and foreclosure processing abuses (Crotty, 2009).    
While there have been numerous studies into individual and subgroup goal-setting 
behaviour and commitment within organisations (Edwards, 2008), the methodological 
challenge of researching whole-of-organisation constructs, such as organisational goals 
and effectiveness, appears to have made limited progress into this phenomena 
(Cameron, 2010). The ontological perspective that an organisation can be attributed 
human characteristics provides a pathway through this complexity by establishing that 
the corporation is a moral agent and can therefore be held accountable for its moral or 
immoral actions, consistent with its intent in pursuing collective goals, both financial 
and moral–based, that demonstrate its rationale as a collective (Scott, 1992).  
Philosophically the position adopted for this study that organisations are moral agents 
is also consistent with that of French (1979), who rationalised that while a corporation 
is not a person it does act as a collective with intent consistent with specific corporate 
goals that are achieved through the application of corporate internal decision structures 
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(CIDSs). CIDSs consist of internal rules and authorities that are treated as uniquely 
articulated and labelled by the corporation. These establish the mutual rights and 
obligations on its members, and define the corporation as a recognisable entity by law 
and within the community (Austin et al., 2007). Therefore CIDSs are applied and 
sustained through the transient nature of individual managers and directors who 
occupy positions over the life of the corporation. French (1979) attributed the 
motivation for developing this philosophical position to the increasing media reports of 
moral and immoral acts by corporations. Thirty years on, the issue of organisations’ 
moral behaviour continues to gain prominence within societies (Green & Donavan, 
2010). The GFC is just one significant demonstration of poor moral judgement as courts 
and regulators impose significant fines and controls to ensure that corporations, as well 
as individual managers and groups of employees, are held morally accountable for their 
actions (Crotty, 2009). Such outcomes are a demonstration of society rejecting the 
argument that it is only the individual/groups of employees who acted immorally to 
maximise financial goals, a point reinforced earlier in Table 2.1. Moral accountability is 
applicable to corporations as well, regardless of the financial and/or legal rationale used 
to justify actions (Paine, 2003).  The 1979 Chisso judgement by Japanese courts is 
provided as one example of this moral accountability, for even though Chisso (an 
industrial corporation) was found to have not broken the law it was held morally 
accountable to compensate local residents for the dumping of mercury into waterways 
leading to birth defects in the local community (Donaldson, 1982).  
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However, within academia the debate over whether corporate intent verifies the 
organisation as a moral agent continues, with a number of scholars arguing that French’s 
(1979) position of intent is flawed (Danley, 1999), as it is based on: 
 The existence of a CIDS. 
 The consistency of decisions to the CIDS demonstrates corporate intentional acts 
as a single recognisable collective. 
 This leads to the demonstration of two conditions necessary for moral 
accountability: the agent (corporation) caused an event to occur and the agent 
(corporation) intended the event to occur; therefore the agent (corporation) is 
morally responsible for the event. 
Subsequently, any decision that is not consistent with the CIDS could not count as an 
intentional act (Danley, 1999) and there is a difference between an intentional system 
based on beliefs and desires and intentional actions by individual members (Werhane, 
1985). The challenge of rectification also exists, as collective intent is different to the 
moral action of an individual (Velasquez, 2003). Despite these criticisms and French’s 
rebuttals (French, Nesteruk & Risser, 1992), I support French’s (1979) position but 
argue that a corporation’s intentionality is only one component of legitimising moral 
agency, the other is rationality—the reason for the existence and ongoing maintenance 
of the corporation defined through the establishment and achievement of its goals 
(Scott, 1992). Weber (1947) identified the rationality of organisations demonstrated 
through their highly formalised structures orientated towards achieving specific goals. 
This perspective, which has been widely accepted within organisational research (Scott, 
1992), leads to the consideration of corporations as moral agents through the 
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development, maintenance and variation of moral-based goals, such as integrity, trust, 
honesty and care. These moral-based goals exist as specific objectives and are often 
articulated in corporate value statements and charters. They are also reinforced 
internally through CIDS consistent with formal codes of conduct, policies and 
procedures for the behaviour of a corporation’s members. Therefore, while CIDS was 
used by French (1979) to apportion moral agency on a corporation it can also verify the 
existence of a corporation’s moral-based goals. Combined, these two factors (rationality 
and intentionality) demonstrate corporate moral agency, a position that is reinforced 
within corporations through internal narratives demonstrating a moralisation—“the 
process through which activities, practices, phenomena, objects and subjects acquire a 
moral standing that transcends personal preference and mere cultural conventions” 
(Lowe, 2010, p. 294)—to verify collective actions. Increased accountability placed by 
society on corporations to maintain appropriate internal standards on workplace 
behaviour is just one example of demonstrating corporate moral agency. Importantly the 
establishment and reinforcement of moral-based rights and obligations concerning 
individual member behaviour in the conduct of their activities to achieve collective goals 
is also necessary to ensure mutual benefit within a corporation.  
As a collective I maintain that a corporation’s demonstrated intent and rationality 
demonstrate its moral agency. As a moral agent a boundary defined by the corporation’s 
moral-based goals is established. This boundary exists to ensure internal activities are 
conducted in a manner consistent with the achievement of stated goals resulting in 
effective outcomes.  It is now intended to explore how   these outcomes are dependent 
on the application of a specific moral orientation within a corporation—the common 
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good—which it will be argued is necessary to align disparate sections of a corporation 
with different short-term goals in order to achieve the harmonisation of competing 
goals and reach effective outcomes. 
2.7 Moral Orientation of the Corporation 
The argument that a corporation is a moral agent, to which right or wrong actions are 
attributed, establishes an internal boundary based on the application of its moral-based 
goals. This boundary is necessary in order for members to harmonise competing goals 
to achieve effectiveness. The study will now explore the position that a corporation’s 
ability to achieve effectiveness through the alignment of different goals depends on the 
corporation establishing and maintaining a dominant moral orientation.  Therefore the 
ability of the corporation to consistently sustain a moral orientation establishes a 
boundary for members and subgroups to conduct their activities.  It is also argued that 
the most appropriate moral orientation to achieve the harmonisation of moral-based 
and financial goals to achieve effectiveness is the moral concept of the common good; 
that is, a position in which the corporation’s virtues are consistent with those of its 
individual members (Solomon, 1999). Therefore, by continually maintaining an 
orientation consistent with the common good a corporation demonstrates its moral 
agency. 
As stated in the conclusion of section 2.1, this study does not seek to pass judgement on 
whether the action of a corporation is morally right or wrong rather it is to explore how 
financial and moral-based goals are aligned to achieve effectiveness. However, if 
corporations are moral agents then why do ineffective outcomes and immoral actions by 
corporations occur? A simple response may be that they occur because the corporation, 
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individual managers and their sub-groups are immoral; they deliberately choose to 
behave in a way that is morally wrong. In extreme situations immoral actions do occur 
(Hamilton et al., 2006). I argue that in a majority of situations this is not the case. Rather, 
ineffectiveness can occur through a misalignment between financial and moral-based 
goals due to the moral orientation of the corporation appearing to be fragmented and 
conflicting to subgroups of members. This fragmentation leads to a failure to resolve the 
organisational paradox and can apply to any corporation across the spectrum of being 
either a pillar of society or an established criminal entity.  Moral-based goals exist 
within all organisations through the avocation and maintenance of internally defined 
concepts, such as trust, loyalty and honour, to bind individuals to the collective and are 
often used to subjugate individual moral standards (Lowe, 2010). Therefore within a 
corporation there must exist a moral orientation, the basis for its moral actions, that is 
adopted and sustained and which will direct impact on its effectiveness. This moral 
orientation establishes a boundary for its collective goals and their achievement. This 
relationship is shown in Figure 2.3. 
Figure 2.3 Boundary established by the moral orientation of a corporation 
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As outlined in Section 2.5 internal members resolve the organisational paradox by 
seeking to integrate their corporation’s moral-based and financial goals to achieve 
effectiveness. I argued that situations of ineffectiveness are least likely to occur when 
integration is achieved through internal members’ harmonisation of the corporation’s 
moral-based goals and financial goals, as shown in Figure 2.2, Diagram 2. Examples of 
this include corporate failures such as Enron and WorldCom (Hamilton et al., 2006) and 
provide a rational to explain the findings of Mishina (et al, 2010), discussed in Section 
2.3.2. The degree of consistency in harmonisation by internal members to achieve this 
outcome is shown in Figure 2.3, where the corporation’s moral orientation provides the 
boundary for the harmonisation of goals resulting in effectiveness. Research into 
alignment between the production of consumer products and ethical behaviour as 
demonstrated by corporations such as the Body Shop reinforce this argument of 
harmonisation goals and effectiveness (Chun, 2016). Consideration can then be given to 
which particular moral orientation would lead to the greatest level of harmonisation 
within a corporation. 
There are three distinct moral orientations that have been identified as having 
application within a corporation (Beauchamp & Bowie, 2004):  
 Moral judgment based on the consequence of an action: Utilitarianism, which is 
the maximisation of utility (the greatest good for the greatest number) 
(Snoeyenbos & Humber, 1999). 
 Moral judgment based on the principles justifying an action: Duty, the universal 
principles and rules that override personal goals and preferences (Shaw, 2005). 
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 Moral judgement based solely on those character traits expressed in the conduct 
of an act: The Aristotelian concept of the Common Good in which individual 
virtues (e.g. excellence) are developed and sustained consistent with the 
collective good of the organisation or community (Solomon, 1999). 
Due to the nature of this study I do not intend to provide an extensive elaboration on the 
history and different ethical perspectives that substantiate the application of these three 
philosophical moral orientations within a corporate context. However, it is not simply a 
choice between a business decision or a moral decision; corporations are moral agents. 
As a moral agent a moral vacuum cannot exist within a corporation, so it is possible that 
one, two or a combination of all three moral orientations may be identified within an 
organisation. However, I argue that the need to demonstrate moral agency will result in 
the dominance of one orientation over the others. This dominance will have a resulting 
impact on the effectiveness of a corporation in achieving harmonisation and subsequent 
alignment of both financial and moral-based goals and arises due to the specific 
differences between utility maximisation, the principle of duty and the ongoing 
development and demonstration of virtues consistent with a common good.  
The impact of different moral orientations within an organisational context has been 
previously considered by researchers. Beauchamp, Bowie and Arnold (2009) argue that 
“morality is concerned with social practices defining right and wrong” (p.2). Therefore 
dependent on the moral orientation of an organisation right and wrong may differ, a 
corporation with a moral orientated based on utilitarianism- the greatest good for the 
greatest number they argue is linked to the optimisation of productivity to achieve 
efficiency. The application of business tools “such as cost-benefit analysis, risk 
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assessment or management by objectives …are strong influenced by utilitarian 
philosophy” (p.19). Therefore the behaviour of corporations to maximise financial gain 
in a highly competitive market can be understood as a demonstration of differences in 
what constitutes “good”. Exploitation of customer relationships and trust to increase 
corporate profit and individual employee bonuses is a rationalised as a consequence of 
utilitarian orientation. The consequences as detailed in Table 2.1 are therefore 
inevitable. Weaver (2006) however considers the application of morality within an 
organisational context as being demonstrated through its actions consistent with social 
norms. This leads to the consideration of virtues and moral agency by organisations. 
Moral identity is attributed to an organisational context “by providing (and 
encouraging) opportunities to act virtuously” (p.351). Recognising the behaviour of 
individual employees or sub groups that demonstrate behaviour consistent with the 
organisations identity such as exceptional customer service or teamwork is consistent 
with this focus on virtues. How they conducted themselves as representatives of the 
organisation is consistent with accepted social norms. The outcome, be it higher sales or 
more efficient problem solving is a demonstration of the identity of their organisation. 
However “the reciprocal nature of cognition and behaviour makes diligence in the 
avoidance of amoral behaviour important as even small amounts of amoral behaviour 
can begin to reinforce amoral identities and create a vicious circle, leading to the 
normalisation of amoral behaviour” (Weaver, 2006, p.360). The dominant moral 
orientation then has the potential to create false consensuses within a corporation, 
where members “who perform unethical acts could be confident that their actions are 
ethical because they hold a false expectation that others share their ethical view” (Flynn 
& Wiltermuth, 2010, p. 1085).  Therefore it is possible for an individual to ethically 
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justify an act to maximise utility or out of a sense of duty but to be also morally 
discontented due to such actions being inconsistent with their personal virtues 
(Beauchamp & Bowie, 2004). For example, to achieve a bonus an employee commits an 
act to falsely increase their sales results, which they know is morally wrong; likewise, 
consistent with the duty of following corporate policies, the employee rejects a 
customer’s complaint that they know is right.  
This complexity was explored by Eisenhardt (1989) in her review of agency theory, 
where the financial mechanisms that align a principle’s and agent’s goals and approach 
to risk management may be justified on generating the greatest utility, or because the 
agent has an obligation to its principles but which are inconsistent with the behavioural-
based objectives articulated in the organisation’s moral-based goals (for example 
integrity, trust, care). While such actions are consistent with a corporation’s dominant 
moral orientation they may contribute to ineffective outcomes due to a conflict with 
specific moral-based goals orientated to the common good of the organisation. 
Organisational studies have reinforced this conflict with detailed accounts of unethical 
behaviour by corporations such as Enron, WorldCom and Tyco (Hamilton et al., 2006) 
that identify justification of actions based on moral narratives utilised by members 
(especially senior management) that are based on financial returns and subsequently 
individual bonuses and/or fulfilling a duty to the corporation that resulted in the 
establishment and reinforcement of a false ethical consensus (Flynn, et al., 2010). This 
contrasts to studies that demonstrate virtue-based behaviour through moral narratives 
identified in such corporations as Merck & Co. Inc., with its ongoing demonstration in its 
activities of focusing on patient benefit to achieve financial success: “medicine is for the 
 63 
people not profits” (Donaldson & Werhane, 2008, p. 252), and IEX, a new stock exchange 
established in the USA to counter the immoral behaviour demonstrated by the practices 
of high-frequency trading firms and established trading exchanges in manipulating 
stock prices to the detriment of their own customers, such as large pension funds 
(Lewis, 2014). Moral narratives created by corporations to explain their goals therefore 
indicate the dominant moral orientation of the corporation in justifying actions taken to 
achieve effectiveness. 
Actions based on consequence (utilitarianism) or the principles for action (duty) are 
valid moral orientations applicable to the alignment and achievement of a corporation’s 
goal but which, due to misalignment with members’ virtues, may result in situations of a 
compromise occurring between financial and moral-based goals leading to increasing 
ineffective outcomes, as indicated in Figure 2.1, Diagram 1. As stated by Weaver 
(2006:342) “virtues are not merely a means to an end. Rather the exercise of virtue is an 
end in itself, as part of a well-lived life. In this sense virtue theories are teleological and 
thus developmental; they posit some end or purpose.” Therefore the concept of virtue 
based ethics within organisational theory has lead to consideration of “Who are we” as 
an employee’s moral identity and virtue characteristics are influenced by the 
normalisation and reproduction of virtue or vice by their organisation. This results in 
the development of a collective moral identity especially in the virtuous pursuit of moral 
based goals (Weaver, 2006) and their incorporation into shared meaning demonstrated 
through an organisations identity (Gioia, et al, 2013).  An example of this is the collective 
virtue of employees of Doctors without Borders who enter war zones and support the 
injured with impartiality. 
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Therefore it is argued that in order to achieve harmonisation, the alignment and 
subsequent achievement of financial and moral-based goals within a corporation, as 
shown in Figure 2.1, Diagram 2, occurs through actions consistent with the virtue based 
concept of the common good of the organisation. Its presence reinforces an appropriate 
ethical judgement as to how activities are to be conducted which results in members 
more effectively integrating activities between subgroups. The common good of an 
organisation establishes and maintains a boundary necessary to harmonise competing 
goals. This leads to the development of a second research proposition: 
P2: The stronger the common good of the organisation the higher the level of 
alignment between financial and moral-based goals. 
Having established the validity of the common good as an appropriate moral orientation 
within a corporation for the harmonisation of its moral-based and financial goals to 
achieve effectiveness, it is intended to define the virtue-based concept of the common 
good, and identification within an organisational context. This approach will build on 
previous considerations of the common good within organisational research, for 
example Argandona (1998) and Sisson (2007), but goes further as it integrates the 
construct of the common good of the organisation with the constructs of organisational 
effectiveness and organisational goals. 
2.8 The Common Good of the Organisation 
A shared understanding of the common good is necessary for competing goals to be 
internally aligned for a corporation to be effective. Ineffectiveness, however, will also 
occur if there are also multiple versions of the common good within a corporation 
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resulting in siloed behaviour between subgroups, reducing the integrating of internal 
resources. Therefore it is argued that the common good of the organisation must be 
considered within the context of the effectiveness of the corporation and its goals. If this 
contextualisation does not occur disparate areas of the corporation, consisting of 
different members, will form their own concept of the common good, resulting in 
multiple versions being present. This requirement leads to the redefining of the 
common good of the organisation as an organisational-level construct.  
 The incorporation of virtues into organisational research is gaining prominence as 
researchers seek alternative explanations for organisational behaviour and positive 
outcomes within organisations (Cameron, Bright & Caza, 2004; Cameron, Mora, 
Leutscher, & Calarco, 2011; Bright & Fry, 2013). However, while “virtuousness is 
associated with what individuals and organizations aspire to be when they are at their 
very best” (Cameron et al., 2004, p. 767) research to date has not adequately developed 
the moral construct of the common good into an organisational context. As a moral 
concept the common good based on the alignment of individual and collective virtues 
has a long history and been the focus of numerous philosophical scholars, ranging from 
Aristotle, Saint Thomas Aquinas, Locke and MacIntyre (Argandona, 2009; Cahn & 
Markie, 1998; Nielson, 2006). Within organisational research it has had some 
application in current topics such as affirmative action (Hill, 1998) and biomedical 
research (Cohen, 1998).  Within business ethics “the concept of the common good is 
based on the belief that the growth and success of the community also enhances the 
well-being of the individuals in the community” (O’Brien, 2009, p. 28). It is also 
considered that an organisation’s moral-based goals are founded on virtues such as 
 66 
integrity, respect, trust and care, demonstrating “the cultivation and expressions of 
those dispositions that are good for the individual and good for the community” 
(Mangham, 2008, p. 515). However, despite its history and diverse application the 
concept of the common good continues to have limited consideration within an 
organisational context. The definitions of the common good in Table 2.2 used by 
organisational researchers do, however, present some consistent themes.  
Table 2.2 Definitions of the common good within organisations 
Source Definition 
Messner, 1965,    
p. 118.  
“The social co-operation that individuals obtain as members of 
society for the fulfilment of their existential ends.” 
Messner, 1965,  
p. 124. 
“That order of society in which every member enjoys the possibility 
of realizing his true self by participating in the effects of the co-
operation of all members.” 
Naughton, Alford 
& Brady, 1995, p. 
222. 
 “The creation of those organizational conditions that are ordered 
towards human development.” 
Argandona, 1998, 
p. 1097.   
 “The creation of conditions that will enable those involved in 
business to achieve their personal goals.” 
Finnis, 1999, p. 
155. 
 “A set of conditions which enables the members of  a community to 
attain for themselves reasonable objectives or to realize for 
themselves the value for the sake of which they have reason to 
collaborate with each other in a community.” 
Sison, 2007, p. 
472. 
 “The material and moral development of members through work.” 
Mele, 2009, p. 
235. 
 “People belonging to a community are united by common goals and 
shared goods by the fact of belonging to the community.” 
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Source Definition 
Solarte, 2010, p. 7.  “The sum of those conditions of social life allowing social groups 
and their members to have a quick and complete access to their own 
fulfilment.” 
                                  
The first theme identified in Table 2.2 is the concept of shared acceptance by members 
of the organisation to those goals and objectives that lead to the organisation’s 
sustained success (Finnis, 1999; Mele, 2009). It is possible for members not to accept 
their organisation’s goals and objectives. For example, allegiance may be only to a team, 
project, business unit or department, resulting in potential internal conflict with other 
areas of the organisation due to conflicting conceptions of the common good of their 
organisation. This will result in the existence of multiple common goods, such as those 
shared within a department, project or region. Shared acceptance across the whole 
organisation is identified through demonstrated actions and related narratives used by 
groups of members across different activities to achieve their organisational goals: “It is 
by way of their intentions that individuals express bodies of moral belief in their 
actions” (MacIntyre, 2007, p. 28). 
The second theme to emerge is the concept of mutual benefit, both moral and material 
(Argandona, 1998; Messner, 1965; Sisson, 2007). This is a critical component of the 
common good as both the individual member and the broader community must benefit 
from the application of agreed virtues. For example, an illegal activity within a 
corporation may result in material benefits to its members but is immoral from an 
individual and community perspective. Such activity is often rejected by society as 
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unethical (Hamilton et al., 2006), leading to the desired sustainable outcomes necessary 
for organisational effectiveness not being achieved by the corporation. The increased 
instances of whistle blowing within corporations are an example of individual 
employees’ intolerance of immoral activity (Bowie, 2010). Similarly, individual 
members may perceive that the organisation’s goals are inconsistent with their own 
morals or they may perceive that materially there is a lack of benefit, as they are not 
being compensated appropriately. With an employee turnover of 44 per cent attributed 
to low wages and aggressive competitive behaviour Walmart is one case in point (Shaw, 
2005). For while Walmart, as highlighted in section 2.3.2, may have a corporate goal of 
bettering people’s lives, employees may find the actual behaviour condoned within 
Walmart as incongruent with this goal. All of these instances of a lack of alignment to a 
corporation’s goals may result in a decline in effectiveness. Consequently, the 
perception of a collective mutual benefit assists in addressing issues that may arise due 
to conflicting views of the common good in the organisation between subgroups and 
their members.  
The third theme to emerge is the concept of the moral and material development of 
members through their ongoing participation (Messner, 1965; Naughton et al., 1995; 
Sison, 2007; Solarte, 2010). This theme incorporates both the role of the corporation as 
a moral agent but also the ongoing development and reinforcement of virtues within the 
collective social environment (Hinman, 2003). The duality of ensuring moral, as well as 
material, development is a concept that is gaining increasing focus within organisational 
research. For example, attention to moral fit has been recognised as being critical to 
successful leadership over and above technical competence (O’Brien, 2009). This is 
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consistent with the increased focus in seeking a behavioural fit when recruiting 
employees (Edwards, 2008) and developing competency models focussing on 
behaviours as well as technical skills within organisational development activities 
(Cheng, Dainty & Moore, 2005).  
An example of collective goals that demonstrate this ongoing moral development of 
members are those orientated to safety performance within a corporation, which I 
believe are a demonstration of the evolution in improving health and safety practises as 
they become more morally-focused. This evolution is driven by an increased acceptance 
by corporations of employees’ right to well-being rather than just demonstrating 
compliance to safety policies and procedures (Arnold, 2010). Business ethics 
researchers such as Hartman (1996), however, overlook the importance of material 
benefits as a critical factor in the development of the common good within corporations 
and instead maintain a sole focus on its the moral aspects. This potentially inhibits its 
consideration and application to effectiveness, as the achievement of financial goals is 
critical for a corporation’s ongoing sustainability. The concept of the common good is 
orientated to the success of the corporation and, as profit is one critical measure of 
success, material goals such as corporate profit and member income are elements of the 
common good. Consider the nature of employment contracts as a demonstration of this 
duality within a corporation’s common good; they are based on trust through the agreed 
exchange of an individual’s labour and skills to generate financial returns for ongoing 
material benefits such as individual income and job security. However, they also 
establish obligations on the contract parties to adhere to standards of conduct 
consistent with the moral goals of the corporation, identified by early organisational 
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theorists such as Barnard (1938) as moral rules and Simon (1964) as behavioural 
constraints.  
The consideration of previous definitions of the common good by organisational 
researchers, as shown in Table 2.2, also identified a gap in the conceptualisation of this 
construct due to the limited and inadequate consideration of its application and 
relationship with the constructs of organisational goals and organisational effectiveness 
(see Argandona, 2009; Mele 2009; Naughton et al., 1995; O’Brien, 2009; Sison, 2007). I 
attribute this gap to an inadequacy in the definition of the common good that provides a 
basis to identify and understand its application within corporations, thus building a 
bridge between business ethics and organisational effectiveness. Therefore, for the 
purpose of this study, drawing together the three themes identified from Table 2.2 the 
following definition has been developed: 
Common Good of the Organisation: the shared acceptance by members of an 
organisation of the stated goals of their organisation which result in the ongoing 
moral and material benefit to individual members.  
It should be noted that within this definition that ‘members’ only incorporates 
employees and contractors. This is due to their ability under contractual arrangements 
to have discretion to contribute a variable level of effort to the organisation’s goals and 
the effectiveness realised in their alignment. Customers (purchasers of products or 
services), non-employee shareholders (investors of capital) and broader community 
participants (regulators) are therefore not considered members of the organisation.  
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In summary, it is argued that the study’s definition of the common good of an 
organisation is an organisational-level construct. Corporations as moral agents reinforce 
a moral orientation based on this construct to guide members’ activities to harmonise 
financial and moral-based goals. The harmonisation of these goals is necessary to 
achieve effectiveness. This leads to the development of the final research proposition: 
P3: The stronger the common good of the organisation the higher the level of 
effectiveness  
The final argument to be considered is how the common good of the organisation may 
be identified within a corporation’s activities. In order to operationalise this concept 
Searle’s (2005) concept of collective intentionality is explored, including how its 
application may be adopted and considered in the context of   a corporation’s activities.   
2.9 Corporation’s Collective Intentionality   
As stated in Section 2.6, it is the corporation’s intent demonstrated through its decision-
making processes and rationale as a collective that establishes and imposes moral 
agency, the attribution of actions that are right or wrong. Therefore it is through the 
demonstration of this intent and rationality as a collective that the common good of the 
organisation can be identified. Consideration as to how this theoretically may occur 
through the actions of members and their subgroups, which consist of two or more 
members who are accountable for a specific activity within the corporation, provides the 
basis for the conceptualisation of the construct in order to conduct any field-based 
research. 
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According to Searle (2005, p. 6) “collective intentionality covers not only collective 
intentions but also such other forms of intentionality as collective beliefs and collective 
desires. One can have a belief that one shares with other people and one can have 
desires that are shared by a collective”. He expands this position through the 
formalisation of three interdependent components, which demonstrate a collective 
intent:  
 Status functions: the assignment of a certain status, which is collectively accepted. 
This is reflected in the allocation of accountability within a corporate structure. 
 Its deontology, where the worth of an action is judged by its adherence to a 
binding rule rather than its consequence. For example the use of policies and 
procedures within a corporate management system that demonstrate the 
corporation’s decision-making processes.  
 Language, which promotes a means of representation, for example corporately 
applied terms, phrases and stories used to reinforce alignment. 
 
However, without language there is no status function and deontology. Consequently 
the use of language and related narratives that reinforce status functions and 
deontology within a corporation are the principle mechanisms by which collective 
intentionality is established and evolves (Searle, 2005). Status function and deontology 
reflect a corporation’s internal decision-making processes (French, 1979), while specific 
language is applied to establish and reinforce goals, both financial and moral-based that 
rationalise the purpose of the corporation and its effectiveness (Scott, 1992). These 
components of collective intentionality, as identified by Searle (2005), provide the basis 
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for identifying a corporation’s common good. In addition to its identification the 
consistency in application through moral narratives utilised within the corporation 
(Lowe, 2010) also provides a mechanism to observe the variability of the common 
goods  application within members’ activities and the subsequent impact this variability 
has on the  organisational outcomes. As stated in Section 2.3, ineffectiveness will occur if 
there are also multiple versions of the organisation’s common good based on members’ 
or subgroups’ own collective intent, specific language, rules and status function that 
potentially is in conflict with the broader organisation’s rationale and intent. Variation 
between subgroups therefore requires a broader understanding of the impact the 
common good of the organisation has within a corporation.  
The adoption of collective intentionality in this study provides a mechanism to explain 
how the common good of an organisation is present within a corporation. The concept 
of collective intentionality, as defined by Searle (2005), provides a structure to conduct 
research within a corporation to understand and clarify the relationship between a 
corporation’s effectiveness and its common good.  
In summary, the application of three elements of collective intentionality defined by 
Searle (2005) enables the identification of the common good of the organisation within 
the activities of a corporation’s members and their disparate subgroups. Therefore it 
will be possible to identify the presence and impact the common good has on the 
alignment of different goals and subsequent effective or ineffective outcomes.  
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2.10 Discussion 
The consideration of research by Cameron (2010), Scott (1992), and Shinkle (2012) 
reinforces the position that an inadequate explanation exists within organisational 
research as to how effectiveness is achieved through the realisation of both financial and 
moral-based goals. While acknowledging the ambitious nature of the study, it is an 
endeavour that is becoming more important when one takes into account the continued 
prevalence of illegal corporate behaviour, where the domination of financial goals 
results in immoral behaviour (Rose-Ackerman, 2002)—a risk that appears to increase as 
a corporation becomes more successful (Mishina et al., 2010). However, within 
corporations effectiveness must be achieved to some degree or they will eventually fail. 
The study’s approach adopts a holistic perspective of an organisation, to understanding 
the construct of organisational effectiveness is based on the position that it is not 
morally neutral. To provide a rationale as to how corporations achieve effectiveness an 
argument consisting of six parts was developed.  
Firstly, the topic was defined in the context of an organisational research paradox: 
effectiveness is demonstrated through the achievement of both financial and moral-
based goals. This proposes that effective outcomes are achieved at an organisational 
level when there is an alignment between these goals and is demonstrated by members 
in the conduct of activities within a corporation. To explore this paradox further the 
study focuses on the interrelationship that exists between these different goals. As 
organisational effectiveness is not morally neutral I argue that neither can 
organisational goals be morally neutral as their realisation is an indicator of 
effectiveness. This leads to the proposition that a corporation’s members and their 
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subgroups   seek to harmonise financial and moral-based goals, rather than achieve a 
compromise between these goals (Figure 2.2), to achieve effectiveness. Harmonisation, I 
then argue, is dependent on the corporation’s demonstration of moral agency, due to not 
only their internal decision-making structures (French, 1979) but also the rationality of 
their existence founded on the achievement of collective goals (Scott, 1992). However, as 
moral agents, corporations are not moral vacuums and must demonstrate at least one 
dominant moral orientation (Figure 2.3) leading to the consideration and defining of the 
common good within an organisational context as being the most conducive moral 
orientation to achieve effectiveness through the harmonisation of different goals.  It is 
through the corporation’s collective intent that the common good of the organisation can 
be identified and integrates individual member’s goals, internal activities and the 
corporation’s goals.  
The unpacking of these arguments results in the following theoretical framework, as 
shown in Figure 2.4.  
Figure 2.4 Theoretical Framework  
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The theoretical framework contained in Figure 2.4 details the relationship between 
effectiveness and goals as being cyclical and dynamic. Starting with the construct of 
goals, which are then categorised into financial goals and moral-based goals, their 
alignment is due to a harmonisation that occurs through the presence of the common 
good of an organisation and directly impacts on the achievement of effectiveness. The 
arrows within the framework indicate the interrelationships between constructs, 
including effectiveness, impacting on the corporation’s goals. The directional nature of 
the arrows within the framework proposes relationships that demonstrate causality 
between constructs. The bidirectional nature of the arrows between Financial, Moral- 
Based and Common good of the Organisation demonstrate a reciprocal causality 
between these constructs where the cause and effect on one construct impacts on the 
other two (Jaccard & Jacob, 2010). For example in a mining operation if the achievement 
of a financial goal such as profit maximisation, was the primary focus of the organisation 
this would have a negative effect on the achievement of moral based goals such as caring 
for employees due to the potential for increased risk taking to maximise profit. 
Subsequently the common good of the organisation would be diminished due to 
employees perceiving that their and their colleagues safety being a less valued by the 
corporation. In time this diminishing of the common good of the organisation would 
have a negative effect on the achievement of financial goals due to a reduction in 
employee contribution or employees leaving due to the perception of an unsafe work 
environment. 
The directional nature of the arrows between the common good of the organisation, 
effectiveness, goals and the two types of goals demonstrates probabilistic rather than 
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deterministic causality in that while being an internally defined relationship they can 
also be affected by external factors (Jaccob, et al, 2010). For example while the 
framework indicates a relationship between the common good of the organisation and 
the achievement of effectiveness, effectiveness is also impacted by other external factors 
such as competitor behaviour which may be perceived as irrational through aggressive 
margin reductions to capture market share or rational by the enhancement of their 
product offering through new innovation. Such outcomes would impact on the goals of 
the organisation as it develops responses to competitive behaviour, either by redefining 
current goals- financial (a greater focus on capital utilisation and costs rather than 
margin maximisation) or moral based (refocusing of customer relationships and 
creativity). 
A practical example of these types of causality between specific constructs contained in 
Figure 2.4 is current issue of Volkswagen the scandal of falsifying emissions outputs. 
Reciprocity is demonstrated through the objective of realising financial goals (selling 
more cars) and the diminishing of moral based goals (maintaining integrity) which has 
negatively impacted the common good of Volkswagen demonstrated through the CEO 
public statement that  “we have betrayed that trust” (Boston, et al, 2015,p.25). The 
failure of the company to meet legislatively imposed emission standards resulted in 
external factor that internally redefined effectiveness- it is ok to falsify emission 
readings to sell more cars. This demonstrates a redefining internally of its corporate 
goals and their achievement. The redefining of the constructs contained in Figure 2.4 
will no doubt continue as Volkswagen seeks to meet the costs both financial and morally 
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internally and re-establish brand reputation within the broader community (Boston, et 
al, 2015). 
Three research propositions were developed through the exploration of the arguments 
stated in section 2.2: 
P1: The higher the misalignment between a corporation’s financial and moral-
based goals the lower the level of effectiveness (Section 2.4). 
P2: The stronger the common good of the organisation the higher the level of 
alignment between financial and moral-based goals (Section 2.7). 
P3: The stronger the common good of the organisation the higher the level 
effectiveness (Section 2.8). 
As detailed in Figure 2.5 these three research propositions are positioned within the 
theoretical framework not only as an explanation of the relationships between 
constructs but also of the impact their relationships have on the efficiency of the 
framework. 
Figure 2.5 Positioning of research propositions 
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The theoretical framework incorporating the propositions (as shown in Figure 2.5), 
provides a structure for the collection and analysis of research data, which is discussed 
in Chapter 3.  
The construction of the theoretical framework in Figure 2.4 and the incorporation of the 
research propositions in Figure 2.5 are developed as an explanation to the 
organisational paradox: corporations require the alignment of their financial and moral-
based goals to achieve effectiveness. This leads to the study’s two research questions: 
RQ1: How are financial and moral-based goals aligned to achieve the effectiveness of 
a corporation? 
RQ2: What is the relationship between the common good of an organisation and its 
effectiveness? 
2.11 Contribution 
This study seeks to make the following contributions to organisational research: 
 Extending the understanding of organisational goals from financial and non-
financial to financial, moral-based and social goals. The distinguishing of these 
specific categories and the examination of the relationship between moral-based 
goals and financial goals at an organisational level provides the opportunity to 
explore how corporations manage these relationships and its paradoxical 
orientation. This is an area that does not appear to have had adequate 
explanation. 
 The consideration of moral orientations within corporations, based on a premise 
that corporations act as moral agents, and their impact on effectiveness is an 
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underdeveloped area.  The incorporation of the moral construct of the common 
good of an organisation, while previously considered by earlier scholars into 
business ethics, is defined in a manner enabling its identification and relationship 
to effective outcomes. This provides an initial step to distinguish its application 
compared to other moral orientations that may have application within 
corporations, as well as extending the understanding of collective moral agency 
to a corporate entity.  
 The development of the study’s theoretical framework provides the basis for an 
expansion of the accepted relationship between organisational effectiveness and 
goals. Importantly, both these constructs are treated independently within the 
framework requiring their own unique definition and explanation. This leads to 
the development of their own separate criteria, which requires elaboration to 
explain cause and effect between these two constructs.  
 Expanding the understanding of the relationship between the virtue based 
construct of the common good, financial goals and moral -based goals. This 
understanding adopts a holistic perspective of the relationship based on 
reciprocity to demonstrate strong interrelationship between these constructs and 
organisational outcomes. 
2.12 Conclusion 
The challenge of organisational research is not only to explain what occurs but also 
develop theory that furthers the understanding of reality within corporations. As 
collectives the social structure of corporations continues to bring complexity to their 
existence and outcomes, including their impact on internal and external stakeholders. 
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This study seeks to embrace the complexity of this reality by developing an alternative 
lens through which one can consider the activities of corporations.  
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Chapter 3 — Research Methodology  
3.1 Introduction 
This chapter details the methodology utilised by the study to gather and analyse the 
data. The research’s theoretical framework, research propositions and research 
questions articulated in section 2.10 are utilised to guide the collection and analysis of 
data. Justification for an exploratory and explanatory study based on a multiple case 
study method to identify data sources and data collection over a longitudinal period is 
then discussed, including details of a pilot study and each case organisation. Data 
analysis using thematic analysis is then described in detail, incorporating specific 
approaches to the coding of data to improve rigor and generalisability. The application 
of a cross-case analysis to strengthen findings is then discussed. Major limitations are 
then identified and ethical approaches clarified, including the approaches taken to 
reduce the risk of researcher bias that may arise given the researcher’s insider role in 
both case organisations. 
3.2 Research Design: Overview 
Due to the study’s exploratory orientation a qualitative approach was adopted to 
examine the existence of and relationships between the theoretical framework’s 
constructs based on human perception and understanding (Stake, 2010), with the 
researcher “providing elaborate qualitative descriptions of them in terms of what 
people do and say in everyday life situations” (Jorgensen, 1989, p.  18). This is consistent 
with the theory building nature of the research, enabling not only the exploration of 
relationships between stated constructs but also the development of potential novel 
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explanations that emerged from the analysis of multiple data sources. Unlike grounded 
theory where theory is created “by observing patterns within systematically collected 
empirical data (Eisenhardt & Graebner, 2007, p.30), this research is guided by an 
explicit framework. The richness of the data provided the opportunity for a more 
worthwhile contribution by adopting both an exploratory and explanation approach in 
order to build theory (Eisenhardt, et al, 2007). Models developed and discussed in 
Chapters 4, 5 and 6 are contributions that arise from this approach. 
3.2.1 Research paradigm 
A paradigm is based on the ontology, epistemology and methodology assumptions 
adopted by the researcher and reflected in the research design (Guba & Lincoln, 1994). 
A relativism epistemology is adopted where I believe that realities are constructed 
based on the beliefs and perceptions of the individuals and groups involved for the 
identification of the specific moral orientations including the common good of the 
organization  as defined constructs (Guba & Lincoln, 1994). This leads to the inclusion of 
axiology “the branch of philosophy dealing with ethics, aesthetics and religion” (Denzin 
& Lincoln, 2003, p. 265) into the research paradigm in order to determine the 
relationship between identified ethical perspectives of informants and the analysis of 
subsequent organisational outcomes and the perception of a shared good.  Findings are 
therefore created as the investigation evolves through the relationship between the 
researcher and the object of investigation (Cresswell, 2009). This differs from positive 
and postpositive paradigms where reality to some degree is assumed to exist and 
research is conducted to determine the cause and effect of outcomes (Guba & Lincoln, 
1994; Cresswell, 2009) or a critical theory paradigm where reality is shaped by social, 
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historical, cultural and other factors and evolved over time (Guba & Lincoln, 1994). 
These paradigms where inappropriate for the research as the “reality” of its application 
in the design and activities of an organisation has not been fully established for two 
main reasons: 
1. Within an organizational context this research theorises that a defined construct 
the common good of an organization has a relationship with organizational 
effectiveness.  
2. After an extensive literature review there has been no identification of moral –
based organizational goals. Therefore the relationship between an organizations 
moral-based goals and financial goals are at an exploratory stage.  
 
My approach to enhance the understanding of the reality of the research environment 
consisted of a deliberate decision to remove myself from both case organisations for a 
period of 12 months while conducting data analysis and write up. This approach was 
also supported by a researcher perspective that I adopted while in both case 
organisations, through the maintaining of observation notes and clarification of these 
observations through ongoing discussions with informants and verification with other 
data sources such as historical documents. This enabled me to take a more objective 
rather than subjective view when collecting and analysing data from multiple sources 
and their triangulation (Yin, 2009).  
3.2.2 Research approach  
 As discussed in section 2.10 the theoretical framework is developed to understand the 
holistic nature of relationships between stated constructs at an organisational level, as 
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opposed to a sub group, project, department or business unit. The research design, 
therefore, primarily focuses on exploring phenomena (Yin, 2009) of how the 
corporation’s competing goals are aligned to achieve effectiveness. Consistent with this 
requirement the research design consisted of a multiple case study approach, where the 
units of analysis are two independent corporations, detailed in sections 3.4.1 and 3.4.2. 
Within each case study, data gathering consisted of semi-structured interviews as the 
major source of information, supplemented by documentation and participant 
observation. A cross-case analysis was conducted to broaden understanding of the 
phenomena while within each case data sets relating to specific topics were also 
developed to increase the depth of analysis and triangulate findings (Yin, 2009). Data 
gathering occurred simultaneously over a longitudinal period of three years, 2011-2014, 
within each case organisation to verify observations and clarify initial findings 
(Eisenhardt, 1989a; Poole & Van De Ven, 1989; Yin, 2009). 
3.3 Research justification 
As an exploratory study, which also provides the opportunity to develop novel 
explanation of findings, this section clarifies the suitability of a multiple case study 
methodology for this research.  
3.3.1 Case study method 
A case study method provides the researcher with the opportunity to “examine a 
contemporary phenomenon in its real-life context especially when … the boundaries 
between the phenomenon and context are not clearly evident” (Yin, 1981, p. 59).  As 
such, the method focuses on understanding the dynamics between constructs within a 
single setting, but enables the level of analysis to occur at multiple levels within each 
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case incorporating different data sources (Eisenhardt, 1989a). As this research seeks to 
explore internally defined constructs at the organisational level—goals, effectiveness 
and the common good—and theorise their relationship within a proposed framework, a 
case study method for theory building was determined as the most appropriate 
approach and while providing the ability for  a novel perspective into the established 
organisational constructs of goals and effectiveness.  (Eisenhardt, 1989a). A case study 
method also “allows an investigation to retain the holistic and meaningful 
characteristics of real life events” (Yin, 2009, p. 4).  
Within organisational research case study methods have been adopted as a standard 
approach, focusing on ‘what’, ‘how’ and ‘why’ research questions (Eisenhardt et al., 
2007). Research questions that focus on ‘what is occurring’ are viewed as exploratory, 
as compared to explanatory ‘how’ or ‘why’ research questions (Yin, 2009). Particular 
exemplars used as guides for this study include Bourgeois and Eisenhardt’s (1988) 
research into the influence of politics on decision-making within micro processing 
companies that operate in a high velocity industry and Gilbert’s (2005) study of 
resource and routine rigidity in dealing with the threat of digital media within the 
newspaper industry. These provided useful references on the utilisation of the case 
study method as they consisted of multiple cases leading to the development of new 
constructs and explanations of relationships between these constructs. Gilbert’s study 
was also helpful as it focused on “theoretical links not previously addressed in the 
literature” (p. 743), which is a challenge in this study.  
Importantly, given the research examines an organisational paradox, a case study 
method is also appropriate as a “constant juxtaposition of conflicting realities tends to 
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unfreeze thinking and so the process has the potential to generate theory with less 
researcher bias than theory built from incremental studies or armchair, axiomatic 
deduction” (Eisenhardt, 1989a, p.  546). This is critical to meet the objective of building 
theory that provides an explanation for how effectiveness is achieved through the 
alignment of both financial and moral-based goals which has parsimony and is 
empirically valid, with testable constructs within a defined framework (Eisenhardt, 
1989a). A validated explanation is also required to support the study’s fundamental 
proposition that organisational effectiveness is not morally neutral.  
3.3.2. Multiple case studies 
A common criticism of generalisation based on case study methods is “that one cannot 
generate [theory] from a single case or that case studies are arbitrary and subjective” 
(Flyvbjerg, 2006). Generalisation, however, can be increased by applying multiple cases 
within a particular study (Eisenhardt, 1989a). Multiple cases not only increase the level 
of data collected and but enable the researcher to develop a fuller understanding of 
relationships (Yin, 2009).  Eisenhardt and Graebner (2007, p. 27) also argue that for 
theory building a multiple case study approach is superior to a single case as it “enables 
comparisons that clarify whether an emergent finding is simply idiosyncratic to a single 
case or consistently replicated by other cases. Multiple cases also create more robust 
theory because research propositions are more deeply grounded in varied empirical 
evidence”. A multiple case study approach was therefore adopted to strengthen the 
reliability and generalisation of findings. Theoretical sampling—the selection of 
multiple cases “because they are particularly suitable for illuminating and extending 
relationships and logic among constructs” (Eisenhardt et al., 2007, p.  27)—is applied as 
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it enables cross-case analysis to occur, leading to the potential for a deeper 
understanding of phenomena both in the identification of similarities but also in the 
accounting of differences (Eisenhardt, 1989a).  This approach is also consistent with the 
multiple case study methods adopted by Gilbert (2005) and Bourgeois and Eisenhardt 
(1988) in strengthening the rigor that was necessary to support the uniqueness of their 
findings (Eisenhardt et al., 2007). 
The issue of how many cases to use is addressed through the concept of theoretical 
saturation, in which “data collection ceases as incremental learning is observing 
phenomena seen before” (Eisenhardt, 1989a, p.  545).  Theoretical saturation was 
achieved in three ways: firstly, the exploratory and explanatory nature of this study 
restricts the collection of data to the identification of constructs, their relationships and 
outcomes within a defined theoretical framework; secondly, the collection of data is 
longitudinal in nature allowing for the collection and analysis of data from multiple 
approaches to be iterative based on the interpretation of phenomena over a “continuous 
process in context and to draw in the significance of various interconnected levels of 
analysis” (Pettigrew, 1990, p. 271); and thirdly, specific data sets within each case are 
also developed to provide for a deeper understanding of the phenomena consistent with 
stated propositions and the research questions. 
 3.3.3. Purposeful Sampling 
The selection of cases organisations for both the major study and pilot study (detailed 
below) was based on the need to select information rich cases that enabled both 
theoretical sampling as well as the potential for convenience sampling cases.  
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Guided by the study’s theoretical framework and the proposed relationships among the 
core constructs detailed in the research propositions and research questions, theoretical 
sampling of people, incidents and time periods on the basis of “their potential 
manifestation or representation of important theoretical constructs” (Patton, 2002: 
238) was important. The cases not only had to be a corporation but also provide an 
environment to identify stated constructs and opportunity to observe phenomena over 
an extended period of time. This also resulted in the need for a convenience sampling 
approach as cases were required that provided both a deep and extensive access to 
confidential documents and would allow longitudinal access. (Patton, 2002). Because of 
the researcher’s professional association with both case organisations in the study, 
including the pilot study, this was possible. All cases used in the study were project 
based corporations, those which derive their revenue from the winning and completion 
of multiple projects, each contractually obligated with different clients and consisting of 
project teams located geographically away from a head office location.    
3.3.4 Pilot Study 
Due to the challenge of conducting an exploratory study and developing specific 
theoretical constructs, such as the common good of the organisation, it was decided to 
conduct a pilot study. The focus of the pilot study was based on a preliminary 
framework that consisted of the common good of the organisation, collective 
intentionality and organisational effectiveness and examined their interaction within 
activities relating to decision-making, communication and structure. This activity 
provided the researcher with the opportunity to ensure that the data collection protocol 
for a multiple case study method consisting of semi-structured interviews, document 
 90 
analysis and participant observation was robust for identifying and analysing constructs 
and their relationships. The pilot study also provided an opportunity to incorporate any 
findings into the refining of construct definitions, relationships and the ongoing 
development of the theoretical framework (Yin, 2009).  Specifically, the pilot study 
resulted in further consideration of the relationship between financial goals, moral-
based goals and organisational effectiveness. 
Objective 
The objective of the pilot study was to identify the components in the preliminary 
theoretical framework within the activities and intent of a corporation’s employee 
equity scheme. These schemes were chosen as they were founded on the achievement of 
effectiveness, which resulted in a mutual benefit to individual participants and the 
corporation consistent with the common good of the organisation.  
Background 
Consistent with the study’s research design a multiple case study approach was adopted 
for the pilot study consisting of two privately-owned, project-based organisations that 
operated in non-competing markets of civil engineering and information technology. 
Each organisation was familiar to the researcher, with their CEOs providing open access 
for the purposes of the pilot study. This allowed the researcher to spend time over a 
three-month period within each organisation, gaining a high level of familiarity with 
each organisation’s activities, undertaking informal discussions with employees and 
gaining an understanding of their employee equity schemes, including specific eligibility 
criteria, application and intent. 
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Data Gathering Techniques   
Data for the pilot study consisted of document analysis detailing the equity plans, formal 
communication to each plan’s participants and letters of offer to join which were sent to 
individual employees, as well as any general organisational publications relating to each 
corporation’s equity scheme both in hard copy and electronic form (newsletters, 
booklets, marketing material). Participant observation consisted of spending a 
minimum of 5 days in the work environments to build familiarity with the organisation 
and employees, carry out informal discussions with employees, attend management 
meetings and in one organisation attend a three-hour CEO presentation to employees, 
who were members of the corporation’s equity scheme. Notes and records were 
maintained by the researcher throughout these activities. An interview protocol 
(Appendix 1) was developed to explore the intent and eligibility of each corporation’s 
employee equity scheme. A total of six semi-structured interviews were also conducted 
with informants chosen using a purposeful sampling approach (Yin, 2003). These 
comprised three informants from each corporation: the CEO, a senior employee 
involved in the development and management of the equity scheme and an employee 
who had recently become a member of the scheme. All interviews were audio recorded, 
followed a consistent line of questioning and went for a minimum duration of one hour. 
Utilising an interpretive approach the researcher sought specific experiences to 
elaborate on responses to specific questions. These were expanded on until there was 
an agreed understanding between the researcher and the informant (Alvesson & 
Karreman, 2011).  Data gathering was conducted in accordance with the study’s ethical 
approval detailed in section 3.10. 
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Data Coding and Reporting 
A coding matrix was established and data were segmented using Excel spreadsheets 
based on the components of the research framework. Excel spreadsheets were utilised 
in order to ensure that I maintained a hands-on approach to each spreadsheets 
construction, analysis and integration with other data sources. Data based on these 
codes and recorded on related spreadsheets were then compared to the 
consistency/inconsistency of the achievement of the intent of the equity scheme and its 
impact on the effectiveness of the organisation. All interviews were externally 
transcribed and then manually coded by the researcher applying a pattern matching 
process (Yin, 2003). This involved developing codes from an initial version of the 
framework and matching these codes to sets of text within each interview. After 
allocating codes to the frameworks constructs the relationships between sets of text 
were then analysed, leading to an iterative process of explanation building within the 
data (Yin, 2003). Participant observation notes and document analysis were also 
incorporated into the coding structure. Emerging themes and patterns were compared 
both within-cases and across-cases to provide conceptualisation and alternative 
explanations (Creswell, 1998; Yin 2003). The development of the coding structure 
resulted in the consideration of the construct of moral-based goals due to the inclusion 
of corporate values within the structure of both equity schemes. Within each case 
published corporate values were referenced as moral-based narratives by its members 
to explain the objectives, workings and benefits of their equity scheme (Lewis 2000; 
Lowe, 2010). This methodology and the emergence of moral-based goals as well as the 
identification of financial goals demonstrate an ongoing and iterative relationship 
between the theory and data (Alvesson & Karreman, 2011).  
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Findings from the pilot study were submitted in a detailed paper for external review 
consisting of the researcher’s two supervisors as well as two senior academics. The 
paper consisted of the research context, design and methodology, analysis, findings and 
limitations. The coding matrix incorporating the key findings was included in the report. 
A one and a half hour oral presentation including questions occurred. This reporting 
process resulted in a broader analysis of the pilot study, constructive feedback and 
clarification of the conceptualisation of constructs within the research framework.  
3.4    Data Sources for the Main Study 
The conduct of the pilot study resulted in the revision of the theoretical framework and 
related constructs, as well as refining methodological approaches. Following these 
changes the research for the study was conducted within two established organisations 
that met the criteria of being corporations. Table 3.1 provides details of the 
characteristics of each case organisation. 
Table 3.1 Case organisations characteristics  
 Corporation A Corporation B 
Ownership Private.  Shareholders 
family members 
Public. Parent company 
publically listed  
Industry Civil engineering, building Contract mining 
Number of projects 30-40 per annum 10-20 per annum 
Revenue + $400 million (AUS)  + $2 billion (AUS) 
Number of employees + 500 +5000 
Geography  Australia Australia + South America 
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As shown in Table 3.1, both corporations are legally registered under the Australian 
Corporations Act 2001(Cth), had independent shareholders and published statutory 
financial accounts on an annual basis. Importantly, both corporations had similar 
organisational structures, being project-based, but differed in ownership structure 
(public versus private) and operated in separate industries (civil engineering compared 
to contract mining) so were not deemed to be competitors. These features provided the 
opportunity for the broad collection of data, which were similar in context but unique in 
circumstances. The project-based nature of both corporations’ activities allowed for 
data to be collected within specific projects in order to gain a deeper understanding of 
construct relationships but also provided an opportunity to compare project-based 
responses on a range of consistent criteria for patterns and interpretations given the 
case corporations’ similar organisational structures (Creswell, 1998).  
As a longitudinal study, data were collected simultaneously over a three-year period, 
allowing the degree of consistency of goals and effectiveness criteria within each 
corporation to be identified and clarified. This approach enabled the consideration of 
changes within each case organisation due to shifts in personnel and specific market-
driven responses. Importantly, the period of data collection enabled the identification 
and consolidation of the various responses adopted by members and subgroups to 
manage the study’s organisational paradox: the aligning competing goals to achieve 
effectiveness (Smith, 2014). The duration of data collection, while increasing the volume 
of data, enabled the researcher the opportunity to explore phenomena in greater detail 
and clarify findings with individual informants as familiarity with both case 
organisations increased over the period of the study. This was viewed as advantageous 
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given the exploratory and explanatory nature of the research (Creswell, 2009) and the 
purposeful sampling objectives (Patton, 2002). 
Data gathering included semi-structured interviews, a review of current and archival 
documentation, and participant observation. This multiple data gathering approach 
allowed the findings to be triangulated between different data sources, including 
identifying anomalies in order to improve the quality of the research (Yin, 2009). The 
triangulation of data sources also contributed to the construct validity by establishing 
more robust operational measures to identify stated constructs and verify their 
relationships (Yin, 2009). 
The following sections (3.4.1 and 3.4.2) provide descriptive detail of the two case 
organisations to provide a context for data collection and analysis. Information provided 
in sections 3.4.1 and 3.4.2 is drawn from an overview of the research data, including 
organisational write-ups. Specific data sources will become more apparent and detailed 
in Chapters 4 and 5. 
3.4.1 Case Organisation: Corporation A  
Overview 
Corporation A has participated in this study for over three years. After initially 
contributing to the pilot study the organisation agreed to continue its involvement in 
the research on an open access basis. This enabled the researcher to not only build on 
the knowledge gained of the organisation’s activities, history and strategic intentions 
but also strengthen the internal relationships formed through the pilot study. Three 
informants who contributed to this study also participated in the pilot study, providing 
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an opportunity to consider their responses in the pilot study in any subsequent analysis 
and discussion. 
Business Activities 
Corporation A is a civil engineering project management corporation.  Its clients include 
government, publicly-listed and private organisations for which it competes and 
delivers projects within metropolitan, remote community and mining locations across 
selected markets within Australia. Major activities include identification, tendering and 
delivery of projects within the capabilities of urban development, civil infrastructure, 
commercial and residential building. The organisation has also delivered projects within 
the mining and oil and gas markets, demonstrating a capability to meet the operational 
standards of its large global mining and hydrocarbon clients. Projects range in size from 
AU$1m-$20m in value; however, during the research period the organisation was 
targeting projects in the + AU$50m category due to increased market opportunities and 
a growing reputation with key clients in a growing market. 
 
Organisational Structure 
One family privately owns the corporation. The majority shareholder is the founder, 
who still participates in organisational activities especially at the project level. Four 
other family members have minority holdings. Only one family member has ongoing 
involvement in the corporation, fulfilling the role of CEO.  
Operationally projects and project opportunities are consolidated within the 
organisations by project type and geographic location. Defined business units exist and 
comprise a Business Unit General Manager (GM) and operational hierarchy down to the 
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project level, with GMs reporting to either the CEO or the Chief Operations Officer (COO) 
who reports to the CEO. The COO chairs a monthly operational meeting which 
consolidates all related project activities. Corporate office functional support activities 
are consolidated under the GM Finance who is responsible for accounting, information 
technology (IT), human resources (HR) and plant departments, and the GM Risk who is 
responsible for risk, commercial, project capability, health and safety and a specialised 
business unit. Both these GMs also report to the CEO. 
Over the three-year period of data collection the organisation grew from around 120 
employees to more than 600 employees, and increased its revenue from AU$180m per 
annum to AU$600m per annum.  During this period it had approximately 30 projects in 
bid and delivery stage at any one time. All resources, including employees and project 
revenue, are allocated to defined annual budgets which are monitored weekly and 
reported monthly. 
Governance arrangements 
Corporation A has an Advisory Board consisting of three independent members who 
meet six times a year, for two full days, with the CEO, the founder and the GM Finance. 
Board meetings involve publishing and reviewing a formalised board report containing 
safety, financial, project and bidding activities. Senior managers also make formal 
presentations on strategic topics and business unit activities, which are scheduled 
throughout the Board’s yearly calendar.  
Operationally, the COO conducts a one-day monthly meeting with business unit and 
corporate GMs, reviewing the organisation’s activities including new opportunities and 
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resource issues. In the first 12 months of the study the organisation formalised a 
quarterly review process of all projects consisting of a three-hour meeting with the CEO, 
COO, GM Finance and GM Risk with each business unit GM. Project reviews are 
conducted on selected projects by the GM Risk following a formalised format which is 
documented and reported in the quarterly review. Business unit GMs also formally meet 
with their operational managers, including project managers on a weekly and/or 
monthly basis. 
Under the direction of the CEO the organisation conducts a formal strategic planning 
session annually with all senior managers. A strategic plan including market 
opportunities, organisational challenges and financial forecasts is generated from this 
session, which is submitted to the Advisory Board and reviewed throughout the year by 
Board members and senior managers. 
History/Origins 
Corporation A was formed in 1980. A review of its corporate history, based on in-house 
documents and discussions with long-serving employees, identified that it has evolved 
over time in three distinct phases:  
1. Phase 1: A forming stage (20 years) where projects were local, few in number 
and small in size. Project management was mainly an administration function 
given the simplicity of the projects and the role of the supervisors (including the 
founder) with operational employees and clients.  
2. Phase 2: In the next stage (10 years) the organisation became more 
sophisticated as its capability and reputation grew.  Projects became larger in 
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size and more geographically spread. Due to this change project management 
became more systems-based and the corporation’s   enhanced role in delivering   
the engineering requirements of the projects. The organisation invested in 
establishing systems, reporting and capability to meet client opportunities.  
3. Phase 3: Over the last three years the organisation has more than doubled its 
revenue and employee numbers due to market lead growth, seeking to 
consolidate this growth through structure, systems and reporting initiatives. 
Projects have become more complex due to client requirements and are larger 
in scale both financially and in terms of employee numbers. New business units 
have been established as the corporation pursues opportunities in related 
markets both regionally and nationally. 
During each of these phases Corporation A has grown operationally, but through this 
growth has experienced challenges in delivering specific projects, especially when 
entering new markets and with new clients. This has impacted on the quality of financial 
returns over the period of the study. Despite this it was demonstrated both through 
observations and informal discussions to maintain a family orientation to its activities. 
This was often demonstrated by Corporation A’s approach to its employees and clients.  
Aspirations 
Corporation A’s strategic plan, reviewed annually over the three years of the study, is to 
improve profitability and growth while consolidating its activities and reputation on a 
national basis within key markets. Initiatives are already underway to establish regional 
offices and capability in mining and hydrocarbon markets, as well as formalising 
reporting and communication processes and systems.  
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Researcher’s role 
During the period of the study the researcher participated in and contributed to 
strategy- and people-related activities at a Board and senior manager level on a part-
time/as-needs basis. These activities enabled the researcher to gain an insider 
perspective of the organisation (Jorgensen, 1989), which is elaborated on in Chapters 4 
and 5. 
3.4.2 Case Organisation: Corporation B 
Overview 
Corporation B is a wholly-owned subsidiary of a publicly-listed corporation. It operates 
in its own defined marketplace as an independent organisation. While Corporation B did 
not participate in the pilot study its operations are familiar to the researcher through 
previous roles the researcher has had with similar organisations. Corporation B 
provided open access to its activities over the three year period of the study. The 
researcher did not seek to extend the study to its holding corporation; therefore 
recorded activities, strategy and intent incorporated into this case study are limited to 
Corporation B. 
Business Activities 
The organisation is an engineering project management corporation focused on mining-
related projects. Its clients are large global mining corporations with their own unique 
systems and standards. Project activities are across Australia and selected international 
markets. These activities range from conducting specific operations within client mine 
sites to assuming full mine operational accountability at a site. All project activities are 
therefore in regional and/or remote locations, involving either residential or fly-in/fly-
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out rostering arrangements. Projects range from AU$100m–$500m per annum, with 
most projects’ contract arrangements being for extended periods (3-5 years). The 
corporation requires significant capital investment and financial returns due to the type 
of equipment that must be acquired and operated to deliver contract-specific 
production requirements. At the time of conducting the research the mining industry 
globally was undergoing a historical period of growth as demand for resources 
increased, especially from overseas markets such as China. This growth had resulted in 
Corporation B being able consolidate its activities by securing significantly larger 
projects while reducing their overall number of projects. 
Organisational Structure 
Corporation B’s CEO reports to the Managing Director of the publicly-listed holding 
corporation. Over the period of the study Corporation B produced over 50% of the 
holding corporation’s annual financial result.  
Operational activities were consolidated under the geographic location of the type of 
project and market opportunities. Three operational business unit Executive General 
Managers (EGMs) report to the CEO. Two of these managers had additional 
responsibilities; one for two specialised companies providing unique services to mining 
clients and the other managing safety, environment and HR. Other direct reports to the 
CEO included the Chief Financial Officer (CFO), who also had responsibility for risk and 
legal functions, and the EGM Plant Department. Given the impact of Corporation B 
within the holding corporation the CFO and EGM responsible for safety and HR have an 
indirect relationship to relevant holding corporation functional leaders. Over the course 
of the study the senior management team was restructured, with the appointment of an 
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EGM People and Strategy and an EGM Safety. These appointments enabled the 
operational EGMs to focus solely on their defined business units, while increasing the 
organisation’s capability in safety, people and strategic planning. IT and procurement 
activities were consolidated to the holding corporation.  
During the period of data collection the organisation had more than 5,000 employees 
and contractors with an annual revenue in excess of AU$2b. All resources, including 
employees and project revenue, are allocated in defined annual budgets which are 
monitored and reported weekly to the holding corporation. 
Governance arrangements 
Corporation B has an established executive committee consisting of the CEO and the 
direct reports to this position. Within this forum financial budgets, safety and employee 
performance, market opportunities and business initiatives are discussed within a 
formalised report and agenda. However, attendance and scheduling of this meeting 
varies depending on operational issues, which take precedence.  Within operational and 
functional areas formal reporting, review and discussions are also scheduled but, 
consistent with the practise of the executive committee, may be rescheduled or have 
attendees missing due to operational requirements. The weekly monitoring and 
reporting of results is distributed to members of the executive committee.  
The holding corporation places reporting and compliance requirements on Corporation 
B consistent with their publicly-listed obligations under Australian legislation. In 
addition to this requirement clients and government departments also require 
governance reporting as a condition of each project’s contractual requirements. 
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History/Origins 
Corporation B was formed over 90 years ago and for the first 75 years it was owned and 
led by members of the same family. During this period the organisation specialised in 
civil infrastructure projects requiring both engineering and heavy operational 
equipment, which led it to undertake projects in metropolitan and regional areas as well 
as the mining industries and overseas markets. The current holding corporation 
acquired the organisation from the family members 15 years ago. Corporation B 
continued to operate under the original family name with a refocusing of activities in the 
Australian mining market. This continued until it was rebranded to be consistent with 
the holding corporation over four years ago.  
The past five years has been a challenging period for Corporation B, which initially 
struggled to meet contractual obligations on specific projects resulting in an increased 
involvement of the holding corporation. During this period it has had five CEOs with the 
current CEO being in the role for three years. During the current CEO’s tenure the 
organisation has reconsolidated its operational capability in the mining industry by 
focusing on fewer projects but targeting the delivery of larger contracts. This has 
resulted in a rapid period of growth for the organisation, with projects increasing in size 
and by revenue, employee number and capital expenditure. Corporation B has also 
diversified its services to the mining industry by growing specialised business units 
targeting selected market segments related to its core activities.   
Aspirations 
Corporation B’s strategy over the period of the study was to maintain its current 
operational performance while continuing to consolidate internal resources and 
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systems to increase efficiency. Additional investments in systems and processes, 
including people-related activities, have been identified as it seeks to embed its 
performance on larger projects with clients to secure the long-term value in contracts. 
Growth of the organisation’s specialised business units is being developed to maintain a 
balance between mining projects and returns from these business units.  
Researcher’s role 
During the period of the study the researcher participated in and contributed to 
strategy- and people-related activities at a senior manager level initially on a part-time 
basis and then, after conducting all of the research interviews, as a full-time employee. 
This engagement and related activities enabled the researcher to gain an insider’s 
perspective of the organisation (Jorgensen, 1989), which is elaborated on in Chapters 4 
and 5. 
3.5 Data Gathering           
The foundation for data gathering is the participant observer’s role through the formal 
positions the researcher held simultaneously within both case organisations during the 
data-gathering phase. This differs from the “role of an outside observer that is defined 
by the researcher and imposed on the setting, insider roles are provided by the setting” 
(Jorgensen, 1989, p.  60). As an insider the researcher was able to ensure the breadth 
and depth of data collected through three approaches—semi-structured interviews, 
document analysis and participant observation—using the approach outlined in the 
following sections. 
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3.5.1 Interview Sampling 
Firstly, the primary source of data for this study is interview data. A heterogeneous, 
purposive sampling approach “to choose participants with sufficient diverse 
characteristics to provide the maximum variation in the data collected” (Saunders, 2012, 
p.  42) was adopted to select interview participants. This approach also enabled the 
research to take a diagonal slice through the organisational hierarchy of each case 
organisation in order to achieve a higher level of variation in responses from 
participants in executive, operational or functional roles, including those at a project 
level, in order to identify key themes and patterns consistent with this study’s 
theoretical framework (Patton, 2002).  Importantly, purposive sampling relies on the 
researcher’s judgement to identify suitable participants consistent with the study’s 
objectives (Saunders, 2012). As the purpose of this study is to build theory to provide an 
explanation for the stated organisational paradox “numerous and highly knowledgeable 
informants who viewed the focal phenomena from diverse perspectives were identified” 
(Eisenhardt et al., 2007, p. 28). As an insider the selection of knowledgeable informants 
was enhanced as the researcher developed a deeper understanding of participant roles 
and organisational history and was able to contextualise responses based on their 
knowledge of organisational activities. Due to this increased level of familiarity the 
researcher was able to identify informants across both organisations, gain access and 
conduct detailed interviews. This organisational familiarity also proved helpful in 
clarifying responses as well as comparing these responses to observed events.  
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3.5.2 Interview Process 
Secondly, due to the study’s exploratory nature, interviews were semi-structured. The 
interview format (detailed in Appendix 2) was consistent with a standard introduction 
explaining the broad purpose of the research, positioning it at an organisational rather 
than individual level, clarifying ethical considerations and seeking written consent to 
participate prior to commencing the interview (Creswell, 1998). All interviews started 
with the same standard of opening questions consisting of the informant’s role, 
accountability, work history, demographics and perception of the organisation. The 
semi-structured nature of the interview format then allowed for new questions to be 
developed spontaneously depending on the response to these planned questions based 
on specific terms and phrases used by the informant, which were supported by the 
citation of specific examples for elaboration purposes (Jaccard & Jacoby, 2010). Due to 
an understanding of each organisation’s history and interviewer familiarity gained 
before the interviews commenced the researcher was able to better clarify responses, 
seek greater elaboration of examples and explore these with probing questions. All 
interviews were conducted face-to-face at the informants’ workplace to improve trust 
and observe body language and other non-verbal cues (Creswell, 1998). This was 
deemed to be important given the need to probe for elaboration when particular terms 
and phrases were used, so as to ensure a better appreciation of the context of their 
application in order to identify themes and patterns. Interviews were audio recorded, 
independently transcribed and reviewed by the researcher for accuracy (Yin, 2009).  In 
total 22 interviews were conducted. 
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3.5.3 Interview Protocol 
To ensure impartiality of data collected through interviews two specific strategies were 
also adopted: 
1. Interviews were conducted within the first six months of the researcher’s insider 
roles.  This particular research strategy was adopted to limit the influence of the 
researcher becoming the phenomena, where the collection of data through the 
interview process is contaminated by “subjectivity and personal feelings” 
(Jorgensen, 1989, p.  62). In order to maintain objectivity once interviews were 
completed the major focus of data gathering shifted to document review, 
including archival documents and participant observation—a process that was 
maintained for a minimum period of two years, with any subsequent interview 
conducted with key informants based on clarifying observations and the 
interpretation of documents. 
2. Questioning that occurred in each interview avoided any mention of the specific 
constructs stated in the study’s theoretical framework. Responses and any 
elaboration focused on the informant’s description of their organisation, its 
activities and detailed examples of successes or failures, including perceived 
contributory factors. Terminology such as goals, financial goals, moral-based 
goals, common good and effectiveness were therefore avoided so as to prevent 
the risk of the researcher having to provide clarification and potentially 
influencing responses based on this clarification. A conscious endeavour was also 
made to maintain this approach in participant observations and informal 
discussions.  
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3.  Clarification was also sought to ensure that the informants’ perception of success 
or failure was attributed to either their corporation, team or at an individual 
level. This assisted in identifying and developing explanations of success or 
failure to stated goals of the corporation compared to those goals of a particular 
team or individual.  
3.5.4 Document Analysis 
The review and analysis of organisational documents has been identified as a valuable 
component of qualitative research as it “allows information to be transposed across 
time and geographical distance” (Lee, 2012, p. 390). As an insider the researcher had 
open access to both organisations’ information management systems, including emails 
and formal documents such as policies, procedures, reports and presentations. Relevant 
to this study was not just the content of these documents but, due to the social action 
they represented through their language, specific context and intended audience, they 
also acted as informants (Prior, 2008). This perspective enabled the collection and 
review of documents to focus on their representation of social interactions within the 
corporation consistent with this study’s framework.  The process of creation, impact and 
reaction within case organisations was invaluable to the triangulation of observed 
behaviour and interview responses (Lee, 2012). Archival documentation viewed from a 
similar perspective captured the consistency and evolution of the organisations (Yin, 
2009), therefore providing unique perspectives, which were enhanced given their 
project nature. This perspective enabled specific trends to be identified, especially when 
inconsistencies arose in project performance, and the subsequent impact of these on the 
corporation. 
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3.5.5 Participant Observation 
Participant observation consisted of the researcher attending formal and informal 
meetings and conferences as well as participating in project-specific visits in the 
capacity of the assigned insider role.  Jorgensen (1989, p. 13) argues that “participant 
observation is especially appropriate for exploratory studies … [as] the researcher is 
able to observe and experience meanings and interactions of people from the role of an 
insider” (p. 21) and it “involves a flexible, open-ended, opportunistic process and logic 
of enquiry through which what is studied constantly is subject to redefinition based on 
field experience and observation” (p. 23). This process not only assisted in sense-
making over the period of this study but also provided the opportunity to identify and 
develop mini cases, for example on topics such as safety management and client 
relationships, within each case organisation in order to capture a more detailed 
understanding of the phenomena.   
As detailed in section 2.9, collective intentionality as defined by Searle (2005) is utilised 
in this study to identify and clarify the common good of the organisation. This included 
the need to identify the rationale for each case organisation (Scott 1992) and the 
consistency of its application, as well as develop a detailed understanding of their 
decision-making process in order to establish and monitor the effects on the stated 
intent within each corporation (French 1979). An insider’s role over the three-year 
period of data collection was critical to achieve this objective, as it provided the ability 
to build a high level of familiarity with the use of language contained in corporate 
narratives, such as specific terms and phrases. These narratives reinforced the status 
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functions and the purpose and application of systems within each organisation 
(Jorgensen, 1989; Searle, 2005).   
3.5.6 Summary 
Table 3.1 details the type of sources used to gather data from Corporation A and 
Corporation B over the period of the study. All types of documentation cited in Table 3.1 
were reviewed, notated and copied when deemed relevant. 
Table 3.2 Data Sources  
Type Corporation 
A 
Corporation 
B 
Semi-structured interviews, recorded and transcribed Yes Yes 
Managers’ conference presentations, recorded and 
transcribed 
Yes Yes 
Documentation including organisational statements, 
policies, procedures and archival data available on the 
corporation’s Intranet and web site.  
Yes Yes 
Specific project reports and presentations Yes Yes 
Business unit reports and presentations Yes Yes 
Employee communication: newsletters, general 
emails, staff notices 
Yes Yes 
Advisory board reports Yes No 
Senior executive reports No Yes 
Electronic diary for observation-based note taking  Yes Yes 
Attendance at management conferences Yes Yes 
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Type Corporation 
A 
Corporation 
B 
Attendance at employee communication meetings Yes Yes 
Marketing data and specific tender proposals to 
clients 
Yes Yes 
Minimum six-weekly attendance and discussions with 
employees at a specific project site 
Yes Yes 
Minimum weekly attendance and discussions with 
employees at either  head offices, regional offices and 
business units  
Yes Yes 
 
In summary, data gathering consisted of interviews, document analysis and participant 
observation, conducted as an insider simultaneously within each corporation over a 
three-year period. This approach provided the foundation for the detailed analysis of 
data in order to identify and elaborate on any patterns and themes that emerged so as to 
develop considered responses to the study’s three research propositions and two 
research questions as outlined in section 2.10.     
3.6 Thematic Analysis 
Consistent with the study’s exploratory nature a thematic approach was developed for 
analysing the study’s multiple data sources. Thematic analysis varies from other 
qualitative techniques as it provides a structured approach to the description of 
patterns across a wide range of data sources through the use of explicit codes (Boyatzis, 
1998; Braun & Clark, 2006):  “A theme captures something important about the data in 
relation to the research question, and represents some level of patterned response or 
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meaning within the data set” (Braun et al., 2006, p.  10). The consideration of themes 
across the whole data within the developed case study method enables not only the use 
of context to identify what is common but also what is different and to seek clarification 
of inconsistencies that may arise from the variety of data sources (interviews, 
documents and observations)(King & Horrocks, 2010; Yin, 2009). The establishment of 
a theoretical framework and related research propositions results in a deductive and 
inductive process of a thematic analysis.  As stated by Ragin (1987, p.  45):  
“It is deductive because initial theoretical notions serve as guides in the 
examination of casually relevant similarities and differences. (Without theoretical 
guides, the search for similarities and differences could go on forever). It is 
inductive because the investigator determines which of the theoretically relevant 
similarities and differences are operative by examining empirical cases.” 
Therefore, thematic analysis for this study was initially based on the development of 
theory-driven codes, detailed in section 3.6.1, where the “wording of the themes 
emerges from the theorists [sic] construction of the meaning and style of 
communication or expression of the elements of the theory” (Boyatzis, 1998, p. 33). As 
such “codes form a focus for thinking about the text and its interpretation” (Gibbs, 2007, 
p. 40). Explicit codes were developed and attached to each of the framework’s 
constructs.  
 113 
3.6.1 Data Coding 
The coding of data and identification of themes was based on a structured methodology 
guided by the theoretical framework and consisted of the following systematic steps 
(Boyatzis, 1998; Braun et al., 2006): 
1. An initial reading of the transcribed interviews. Following this, the transcription 
was then printed and reread, with individual statements analysed and 
handwritten notes utilised to identify narratives that contained specific 
statements pertinent to a particular construct and/or constructs. Narratives that 
contained statements describing a failure were deemed to be associated with the 
corporation’s ineffectiveness. Therefore the identification of organisational 
ineffectiveness resulted in it being labelled as a separate construct. In 
comparison, organisational effectiveness was associated with examples of the 
success attributed to the corporation. This categorisation also provided a 
comparison to and understanding of the relationship between ineffectiveness 
and other constructs in the theoretical framework. An example of the interview 
coding is provided in Appendix Three. 
2. The transcripts were then re-analysed and notations further analysed. Once they 
were deemed to be relevant to the research topic they were identified on an 
electronic copy of the transcript by a specified colour assigned to each construct. 
This approach was applied to each interview transcription within Corporation A. 
Once completed, the exercise was then applied to transcribed interviews in 
Corporation B. 
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3. An Excel spreadsheet was then established for each corporation and labelled for 
each construct, including ineffectiveness. The use of purpose-built spreadsheets 
and their integration with other data sources reinforced the researcher’s hands-
on role in analysing the data, assisted by the Excel program (Yin, 2009). This 
resulted in six separate Excel spreadsheets per corporation labelled as either 
goals, financial goals, moral-based goals, common good of the organisation, 
effectiveness, ineffectiveness. Each spreadsheet was tabulated in the following 
manner as detailed in Table 3.2. 
Table 3.3 Construct spreadsheets 
Heading Descriptor 
Case 
Organisation 
Either Corporation A or Corporation B 
Source Code A specific number assigned to the informant 
demonstrating the sequence that each interview was 
coded 
Note Number A number assigned from 1 onwards to each statement 
coded as the transcript was read 
Area Functional label consistent with company’s organisational 
chart 
Role Label developed for coding as either executive, 
operational or functional roles within the organisation  
Author Initials of the informant 
Data Type Either a transcribed interview or transcribed conference 
presentation 
Related Data Identified data from documents or observations relevant 
to a particular statement 
Page Number Page number of the transcript 
Note Actual identified statement identified as relevant to the 
construct 
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4. Each spreadsheet was then populated with information as per Table 3.2. This 
was cut and pasted electronically from each transcript based on the colour 
assigned to a construct. This resulted in a consolidated and structured 
spreadsheet of statements relevant to a particular construct for each corporation. 
5. Once the spreadsheet had been constructed and populated an additional tab was 
inserted and labelled as ‘Code’. Code was used to identify and extrapolate the 
relevance of an interview statement using a sub-code structure. The following 
sub-codes (detailed in Table 3.3) were utilised in the analysis of data attributed 
to each construct. 
Table 3.4 Construct sub-codes  
Construct  Sub-code 
Goals Moral-based (as per moral-based goals sub-codes) or 
financial (as per financial goals sub-codes) 
Financial Goals Budget, capital, costs, EBIT, Key Performance 
Indicators (KPIs), profit, revenue, return on 
investment (ROI) 
Moral-based Goals Identification of one of the corporation’s values 
Common Good of the 
Organisation 
Identification of one of the corporation’s values 
Effectiveness Moral-based (as per moral-based sub-codes) or 
financial (as per financial sub-codes) 
Ineffectiveness Moral-based (as per moral-based sub-codes) or 
financial (as per financial sub-codes) 
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6. The consolidated spreadsheet for each construct was then copied and re-sorted 
alphabetically by the sub-codes contained in Table 3.3. This provided the basis 
for identifying themes relevant to the three stated research propositions. 
7. Identified themes that emerged from the analysis of each individual coded 
spreadsheet were then compared to data collected through the analysis of 
organisational documents and participant observation. This enabled the findings 
to be triangulated by comparing consolidated data attributed to each construct 
and identifying the relationships between constructs and clarifying any patterns. 
8. A cross-case analysis was then conducted between data from Corporation A and 
Corporation B. This enabled themes attributed to an individual construct and its 
relationship to other constructs to be compared between case organisations and 
findings to be further clarified. 
9.  Where necessary specific statements within individual transcripts and 
information from organisational documents were identified to use as examples 
for particular findings and cited in Chapters 4, 5 and 6. 
3.6.2 Summary 
The study’s coding methodology resulted in the identification of emerging themes, 
which could be analysed and written up. Individual findings as well as the rationale for 
adopting particular approaches such as the coding for ineffectiveness and use of stated 
values of the corporation as sub-codes are discussed in Chapters 4 and 5. Importantly, 
the development of structured criteria also assisted in overcoming three major 
obstacles identified by Boyatzis (1998) in conducting a thematic analysis: 
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 Projection: due to a lack of code development or data familiarity the researcher 
attributes his or her values, characteristics, emotions and attitudes to another 
person within the data set.  
 Sampling: a lack of familiarity with the data leads to a reduction in data quality 
and data contamination due to a lack of understanding or awareness of other 
factors and variables present in the collection of data that may impact the 
findings. 
 Mood and Style: by not following a structured process coding, pattern 
identification and findings may be impacted by the researcher’s “fatigue and/or 
sensory overload, frustration with the raw information or concepts “(Boyatzis, 
1998, p. 15). 
3.7 Cross-case analysis 
Eisenhardt (1989a) argues that cross-case analysis is beneficial to the development of 
theory from case studies as it “forces investigators to go beyond initial impressions, 
especially through the use of structured and diverse lenses on the data” (p. 541). 
Conducting this study with two project-based organisations, Corporation A and 
Corporation B, provided the opportunity to conduct a cross-case analysis. This process 
is complementary to within-case analysis and provides the researcher with the 
opportunity to compare findings by: 
 Comparing different categories within each case and examining these categories 
across each case. Examples applicable to this study include comparing interview 
data collected within the hierarchy of each corporation (executives and 
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operational employees, including project-based employees and functional 
managers). 
 Pairing data sources across each case and looking for consistency and 
differences. Examining company documentation and the consistency of language 
has the potential to provide this comparison due to the existence of standard 
documents such as policies, procedures and corporation charters (mission, 
vision, values) within each case. 
 Comparing findings from different data sources across cases, therefore 
broadening the reconciliation of findings from interviews and document analysis 
through participant observation to compare observations identifying consistency 
and variations between each case and exploring how and why this occurs. 
 
As stated by Eisenhardt (1989a, p.  541) a structured approach to conducting a cross-
case analysis improves “the likelihood of accurate and reliable theory; that is, a theory 
with a close fit with the data. Also, cross-case searching tactics enhances the probability 
that the investigator will capture the novel findings that may exist in the data". These 
outcomes (especially the potential for ‘novel findings’) are consistent with the 
exploratory nature of this study and its theoretical framework as detailed in section 
2.10. 
3.8 Data Analysis 
The analysis of data “is the heart of building theory from case studies” (Eisenhardt, 
1989a, p.  539) but it “is one of the least developed and most difficult aspects of doing 
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case studies” (Yin, 2009, p. 127) due to the lack of a standardised approach. To 
overcome these difficulties two specific pre-analytical strategies are recommended. 
Firstly, in order to improve investigator familiarity detailed written records of each case 
should be developed to strengthen the ability for within-case and cross-case analysis 
(Eisenhardt, 1989a). Due to the longitudinal nature of this research (3 years), write-ups 
consisted not only of the description of each case but also the inclusion of unique 
activities within each organisation, incorporating specific strategies and individual 
project outcomes that occurred over this period, including variations such as changes in 
personnel and other environmental factors. As an insider the increased level of 
familiarity with each case also led to a deeper understanding of historical factors that 
continued to be present, and therefore provided a valuable context to each case 
organisation. Critically, the development of these write-ups provided a process for 
managing the significant data collected over the research period and identifying mini 
cases within each case (for example, safety management, client relationships, 
remuneration arrangements, recruitment processes), which assisted in improving the 
data quality for cross-case comparisons (Eisenhardt, 1989a). Elements of these write-
ups provide the basis for describing the study’s case organisations: Corporation A, in 
section 3.4.1; and Corporation B, in section 3.4.2. 
Secondly, reliance was placed on the research propositions and their positioning within 
the theoretical framework (see Figure 2.5), not only to direct the data collection but 
importantly to act as a guide for its analysis by providing boundaries for the inclusion 
and exclusion of data sources (Yin, 2009). This occurred through the development of 
explicit a priori codes based on constructs specified within the theoretical framework, 
 120 
research propositions and research questions (Boyatzis, 1998). Eisenhardt (1989a, p.  
536) identified that the a priori specification of constructs is “valuable because it 
permits researchers to measure constructs more accurately. If these constructs prove 
important as the study progresses, then researchers have firmer empirical grounding 
for emergent theory”.  The coding of a priori constructs was also enhanced due to the 
experience the researcher gained in conducting the pilot study, as detailed in section 
3.3.3. As an exploratory study, incorporating new constructs and their theoretical 
relationships, the pilot study provided for the development of explanation–building, 
incorporating identified patterns that arose out of the data leading to the construction of 
codes and explanation of phenomena (Yin, 2009). For the pilot study the development of 
explicit codes for thematic analysis was used as “a method for identifying, analysing and 
reporting patterns [themes] within the data” (Braun et al., 2006, p. 6).  This process was 
also incorporated into the coding methodology developed for the data analysis in the 
major study. 
Thirdly in order to improve validation of the analysis of the data a formal two hour 
meeting was conducted individually with each CEO from Corporation A and B at the 
conclusion of write up of the findings detailed in Chapters 4 and 5. This provided an 
opportunity to present and verify organisational results, discuss the rational for these 
outcomes through the study’s models and frameworks and clarify the relevance of 
specific findings within the context of the ongoing operational activities of the 
corporation. Comments and observations from these meetings were recorded in a 
research diary. Feedback received in these meetings will be discussed in Chapter 5. 
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3.9 Limitations 
A number of specific limitations and approaches to address their impact on this 
research have been highlighted within sections 3.5.3 and 3.6.3 and predominately focus 
on two areas: data volume and researcher bias. 
3.9.1 Data volume 
Organisational access, including access to informants, did not present a challenge. 
Rather, the volume of data that was available over the period of the study presented its 
own difficulties. It was therefore important to ensure that the framework and research 
propositions and research questions acted as a boundary to identify and collect data, so 
as to assist in restricting instances of straying into a deeper analysis of related areas that 
may be identified as beneficial for further research. Examples of this included such 
topics as decision-making, leadership, social goals and organisational commitment 
which, while related to this study’s topic, could have acted as a significant distraction if 
the data collection and analysis did not have pre-determined objectives and guidelines. 
Theoretical saturation specifically around constructs and their relationships was 
applied and proved invaluable. 
3.9.2 Researcher Bias 
A significant risk to any case study method is that the researcher uses it to “substantiate 
a preconceived position” (Yin, 2009, p.  72). While interest in the topic was generated on 
the position that organisational effectiveness is not morally neutral, and the exploration 
of this position by understanding the paradoxical nature of competing organisational 
goals to achieve effectiveness, only a theoretical concept had been developed as to how 
this occurs. Developing the constructs incorporated within a theoretical framework was 
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only the start of the journey; opportunity also existed to explore alternative 
explanations, which may emerge through the data analysis conducted over the study’s 
duration. Researcher bias has been identified as a major obstacle in conducting a 
thematic analysis, with three approaches discussed in section 3.6.3 adopted to restrict 
its impact (Boyzatis, 1998). However, the exploratory nature of the study also assisted 
in limiting researcher bias, as the potential for alternative explanations was a 
predetermined position, which was viewed as critical to substantiate the validity of the 
findings and overcome any limitation that potential biases may bring (Yin, 2009).  
3.10 Ethical issues 
The Queensland University of Technology’s University Research Ethics Committee 
granted this study—including the pilot study—ethical approval. A condition of this 
research was the anonymity of participants and corporations within the reporting of 
any findings including this thesis. All data collected for this study were secured at all 
times both electronically and physically. 
3.11 Conclusion 
As an exploratory and explanatory study this research focuses on an organisational 
paradox: corporations achieve effectiveness through realising both their financial and 
moral-based goals. This chapter detailed the research method adopted for data 
collection and analysis to further the understanding of how corporations attempt to 
manage this paradox. The adaptation of an interpretive approach using a case study 
method to identify and collect data within two project-based corporations is consistent 
with methodologies applied to organisational studies in building theory (Eisenhardt, 
1989a) and providing new understanding to phenomena (Griffiths, 2005). The 
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application of a thematic analysis provides a simplified but robust approach to the 
coding and understanding of phenomena, including the potential for alternative 
explanations (Boyatzis, 1998). The theoretical framework and stated research 
propositions developed in section 2.10, act as guides for conducting within-case and 
cross-case analyses. The analyses incorporate the development of explicit codes for 
stated constructs in order to identify responses to the stated research questions.  
Due to the study’s longitudinal nature researcher familiarity with both case 
organisations and data sources provide both an opportunity to improve rigor as well as 
risk in the development of biases. Specific strategies dealing with the latter issue were 
detailed within this chapter, including a structured and considered process for the 
collection of interview data, the use of document analysis and the benefits of participant 
observation to enable a deeper understanding of themes. Rigour was strengthened by 
conducting a pilot study to improve research skills and refine the constructs and data 
collection processes (Yin, 2009). Case familiarity was also beneficial in contextualising 
each corporation’s collective intent, increasing the level of understanding of the 
phenomena. 
While generalisability is difficult with any qualitative method (Yin, 2009) theory 
building from case studies can provide a bridge to more deductive research based on 
the identification of stated constructs and relationships based on theoretical 
propositions (Eisenhardt & Grabner, 2007). The applied methodological approach 
provides not only a basis to verify findings, which are detailed in the following chapters, 
but also acts as a foundation for further research into this topic. 
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Chapter 4 — Verification of constructs 
4.1 Introduction 
As stated in section 2.1, the primary argument made in this thesis is that organisational 
effectiveness is the outcome of organisations finding ways to achieve both financial 
goals and moral-based goals. Prioritising one goal over the other will ultimately lead to 
ineffectiveness; what is required is an alignment between financial and moral-based 
goals. To achieve alignment requires the two types of goals to be harmonised, and it has 
been argued that harmonisation, and thus alignment, occurs to the degree that 
organisations develop a widely shared notion of the ‘common good’ of the organisation. 
A shared common good of an organisation allows sometimes disparate sections of 
organisations, with often different short-term goals, to align their goals and subsequent 
actions with that common good. In doing so organisations will be effective in that 
seemingly incompatible organisational goals will be achieved. 
A detailed analysis of this argument and its components resulted in the development of 
a theoretical framework, detailed in Figure 4.1 (repeated from Chapter 2, Figure 2.4), 
which outlines the relationship between constructs and their interdependences within a 
dynamic system.  
Figure 4.1 Theoretical Framework 
 
 
Goals 
Financial 
Moral-Based 
Common 
Good of the 
Organisation 
Effectiveness 
 125 
 
This chapter commences with a summary of the major findings. Individual constructs, 
organisational effectiveness, organisational goals—financial goals and moral-based 
goals—are then discussed in detail.   A preliminary argument is then presented to 
explain the interdependence between a corporation’s effectiveness and its goals. The 
construct of the common good of the organisation is identified and its impact on the 
integration of internal activities between different subgroups is discussed. The chapter’s 
conclusion compares findings from the verification of these constructs to the study’s 
primary argument and identifies specific considerations that need to be considered in 
the analysis of the research propositions in Chapter 5. 
4.2 Summary of Findings 
The purpose of this section is to provide an overview of seven findings that emerged 
from the thematic analysis of the data. The rationale for these findings is detailed in the 
following sections of the chapter.  It is also argued that in verifying the constructs 
contained in the theoretical framework these findings are consistent with the need to 
align both financial and moral-based goals to achieve organisational effectiveness.  
1. The first finding is that effectiveness as a construct has definable criteria that can 
be distinguished from the corporation’s goals.  In describing incidences of success 
or failure operationally, management reporting to the board of their corporation 
and other internal and external stakeholders used specific criteria.  These criteria 
also demonstrated a dependency on the corporation’s financial and moral-based 
goals. While each of these criteria was explicitly described in the data they were 
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not consolidated into a clearly defined construct of effectiveness for the 
corporation. Therefore, organisational effectiveness as identified as an 
organisational-level construct was undefined within Corporation A and 
Corporation B. 
2. The unit of analysis for each effectiveness criteria within both corporations was a 
financial year. This standardisation resulted in each corporation being able to 
compare their performance for each criterion historically and set future targets 
in order to prioritise activities. The study included three financial years 
2011/2012 (Year 1), 2012/2013 (Year 2), 2013/2014 (Year 3).  
3. Within the data the identified criteria of effectiveness is interrelated to financial 
and moral-based goals. Effectiveness therefore is not described as just achieving 
these goals, it was the alignment or failure to align that was identifiable within 
the corporation’s activities. Goal alignment was a demonstration of effectiveness 
while misalignment resulted in ineffective outcomes. This interrelationship is 
discussed and detailed in section 4.5. 
4. Moral-based goals were implied in the case organisations’ value statements and 
identifiable within the activities of each corporation. However, the phrase ‘moral-
based goals’ did not appear in the data, rather the term ‘company values’ 
appeared but these values were not articulated as explicit organisational goals. In 
comparison, financial goals of each corporation were stated as explicit 
organisational goals. Effectiveness and ineffectiveness outcomes within the 
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activities of each corporation reinforced the harmonisation role of moral-based 
goals in achieving financial goals and effectiveness.  
5. There is a difference in the intent of a corporation’s effectiveness criteria 
compared to its goals. Effectiveness criteria focused on enhancing the 
corporation’s reputation with stakeholders (clients, shareholders, communities 
as well as members), while the financial and moral-based goals focused on 
determining members’ behaviour. Both had to be achieved, leading to the 
consideration that reciprocity exists between effectiveness and goals. Section 4.5 
presents an argument as to why and how this occurs. 
6. The common good of the organisation was identifiable within each corporation 
and was contextualised in both organisational-specific terminologies utilised to 
increase integration and reduce siloed behaviour between disparate groups of 
members. The process of identification was consistent with Searle’s (2005) 
concept of collective intentionality. 
7. The achievement of a corporation’s criteria of effectiveness or its non-
achievement demonstrating ineffectiveness was attributed to the strength or 
weakness of the common good of the organisation and demonstrated through 
both working relationships and the application of management systems.  
Each of these findings will now be detailed, discussing how each of the framework’s 
constructs were identified within Corporation A and Corporation B. Cross-case analysis 
is also utilised for each construct to clarify any consistencies or anomalies. This analysis 
is then consolidated in the chapter’s conclusion. 
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4.3 Organisational Effectiveness 
Effectiveness is an organisational-level construct that is viewed as a generic term within 
organisational research; its existence is specifically defined by each organisation 
through internal activities and subsequent outcomes (Cameron, 2010). Therefore the 
review of the data involved contextualising consistent themes that emerged within 
examples of corporate success, coded as effectiveness, and failure, coded as 
ineffectiveness. This section details these themes, their definition and explanation 
internally defined within each corporation and applied to the organisation not its 
projects, sub groups such as departments or business units. It also discusses the 
relationship between organisational effectiveness and organisational ineffectiveness 
introduced in section 3.6.1. 
Organisational effectiveness is the outcome of an alignment between stated goals rather 
than a single-minded focus on achieving a particular goal. In order to understand the 
paradoxical relationship between financial and moral-based goals I commenced a 
thematic analysis of all data sources (transcribed interviews, transcribed conference 
presentations, published documents and observation notes) to identify any criteria used 
by each case organisation to define organisational effectiveness. Data were collated, 
coded and analysed for examples that had been attributed to the corporation rather 
than just individuals or subgroups. To provide greater clarity of how these organisations 
defined the concept of effectiveness examples of organisational ineffectiveness were 
also identified and analysed. This provided a basis to compare effectiveness and 
ineffectiveness in order to identify consistent themes that was applied to effectiveness 
by each corporation. This resulted in the categorisation of organisational effectiveness, 
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within Corporation A and Corporation B, as consisting of four criteria (detailed in Table 
4.1): achievement of financial budgets, achievement of safety targets, maintaining of 
client relationships and the delivery of projects. Each criterion was reported on by 
management to internal and external stakeholders and had the same unit of analysis: 
did the corporation achieve it within a financial year. The rationale for these findings is 
expanded on in the following sections of this chapter. The consistency in categorisation 
between Corporation A and Corporation B is attributed to both organisations being 
project management-orientated, with an inherent belief in the importance of client 
relationships as a competitive advantage. 
Table 4.1 Corporation A and Corporation B effectiveness criteria 
Criterion Description  Effectiveness  Ineffectiveness 
Financial 
budgets 
 
Annual objectives set at an 
organisational level. 
Published, monitored and 
disseminated internally and 
externally. 
Achieved  Not achieved 
Safety 
targets 
 
 
Annual objectives set at an 
organisational level. 
Published, monitored and 
disseminated internally and 
externally. 
Achieved  Not achieved 
Client 
relationships 
 
Attributed to the 
organisation. Monitored and 
disseminated internally. 
Maintained Not Maintained 
  
Delivery of 
projects 
 
 
Projects’ contractual 
obligations attributed to the 
organisation. Monitored and 
disseminated internally to 
ensure contract requirements 
are met. 
Achieved  Not achieved  
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As indicated in Table 4.1, a detailed analysis of the data for effectiveness and 
ineffectiveness not only identified each criterion but also how they were described and 
measured. No other organisational-level criteria or unit of analysis were identified.  
While both corporations had consistent effectiveness criteria and the same unit of 
analysis, how they demonstrated its achievement varied within the conduct of internal 
activities. How each criterion was contextualised within Corporation A and Corporation 
B and any consistencies and variations identified through a cross-case analysis are 
discussed below.  
4.3.1 Financial Budgets 
Both case organisations required adequate financial performance to sustain the growth 
of their activities through members and maintain shareholder confidence. Adequate 
financial performance was defined in Corporation A and Corporation B as meeting or 
exceeding agreed budgets for each financial year. These budgets also predetermined 
investment in growth activities and forced managers to consider areas of improvement 
due to non-achievement of financial budgets within different subgroups. Financial 
budgets were identified as a criterion of effectiveness due to their criticality in 
sustaining the corporation.     
Each corporation developed and published annual financial budgets, which were made 
available for review throughout the study. These documents contained a high degree of 
consistency in their structure and layout due to their compliance to published and 
reviewed Australian Accounting Standards and regulatory-based external auditing 
requirements. A comparison was conducted of budget-related documents in each year 
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between Corporation A and Corporation B. This analysis identified a high level of 
consistency in how key components are defined and measured, for example EBIT, profit, 
revenue, capital investment, costs including overheads and project margins. Standard 
metrics were also documented in reviewed management reports published monthly in 
each corporation. These reports contained specific commentary and progressive tables 
over a 12-month period that detailed key performance indicators (KPIs) to track the 
relationships between budget components, for example return on capital (ROC), return 
on investment (ROI) and the percentage of total overheads to total revenue. Variation 
existed between the reviewed monthly management reports (Corporation B) and 
reviewed Advisory Board Reports (Corporation A). This variation was mainly in the 
focus and detail attributed to certain budget components. The rationale for these 
differences appeared to arise from the specific markets that each corporation operated 
in. Corporation B, due to its high capital investment in plant items, had a more detailed 
analysis of the breakdown of budget capital costs, while Corporation A, due to the higher 
number of small projects on a revenue basis, maintained more detailed analysis of 
project margins and costs.  
Both Corporation A and Corporation B published annual financial budgets. These were 
structured in detail, presented as defined documents, titled Annual Budgets – Financial 
Year xxxx, and were subject to a structured and formal approval process. Annual 
financial budgets for each corporation were also a consolidation of financial budgets 
developed and submitted for approval from clearly defined areas of accountability 
either operationally (geographic and market-based down to individual projects) or 
functional (such as finance, HR, IT).  My attendance at numerous management meetings 
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over the three-year period in both corporations led to the observation of managers 
placing a high level of focus on actual performance to budget as well as the development 
of the following year’s financial budget. This was demonstrated by placing financial 
budgets as an agenda item and regular formal presentations on the topic, supplemented 
with discussions by participants from both organisations who reviewed and also cited 
various management reports, consisting of tables and spreadsheets. Also observed on a 
monthly and quarterly basis were formally structured project review meetings 
incorporating a financial analysis of each of the corporation’s projects by senior 
management with representatives from operations, including project managers, 
functional representatives from finance, safety and HR and, in most meetings, the CEO. 
An observed outcome from these project review meetings included agreement on 
specific actions that were documented and reported on at the next meeting. Attendance 
at specific projects sites (for both corporations) also provided the opportunity to 
identify and review a number of pre-existing standard financial templates. Project-
based employees utilised and accessed these by downloading them from their 
corporation’s respective intranets. By collecting and reviewing the project financial 
templates it was identified that on some occasions they had been adapted to monitor 
and report project financial information in accordance with the individual project 
contract requirements and related client KPIs. Project financial reports also included the 
projected margin, project costs and performance to forecast completion of defined work 
consistent with the agreed program for the delivery of the project during the financial 
year. These project-specific financial templates were consolidated into the previously 
cited monthly management reports.  
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There was an observed ongoing management focus in both corporations to prioritise the 
development and standardisation of the development, publishing and monitoring of 
financial budgets. These budgets established a consistent set of criteria and internal 
language that articulated a measure of the effectiveness of the corporation and 
achievement on an annual basis. Table 4.2 contains the consolidated results of a review 
of data extracted from Corporation B’s annual financial statements published on their 
web site and Corporation A’s confidential Advisory Board reports. 
Table 4.2 Financial Budgets 
 Year 1 Year 2 Year 3 
Corporation A Not achieved Not achieved Achieved 
Corporation B Achieved Achieved Achieved 
 
As indicated in Table 4.2, a review of financial statements identified that Corporation A 
only achieved their financial budgets in Year 3, while Corporation B achieved its 
financial budgets in all three years. Feedback from senior management in Corporation A 
on these results indicated that while there was a high level of disappointment with this 
outcome the financial result was viewed as a consequence of a strategic investment 
decision in the organisation’s long-term growth strategy into new markets. When 
discussed, this decision was supported by shareholders consistent with Corporation A’s 
private ownership structure. Corporation B’s senior management discussed the 
achievement of financial budgets very positively, especially at formal presentations to 
groups of employees conducted in each year of the research, citing them as a vindication 
of its business strategy and the return on its significant capital investment.  
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An indicator of the importance of achieving financial budgets as a measure of 
effectiveness in both corporations was their inclusion into the remuneration 
arrangements of managers and senior executives.  A document review was conducted in 
each year of the study of managers’ and employees’ remuneration arrangements in each 
corporation. Prior to the study both corporations had established financial 
arrangements comprising an additional bonus payment to eligible participants. These 
arrangements were formally communicated to participants each year as a specific 
component of standard letters of appointment, pre-established corporate remuneration 
publications, as well as confirmation of bonus payment letters. An analysis of these 
documents identified that additional remuneration for each participant was available 
annually, in each year of the study, if specific financial budget targets, such as EBIT and 
ROI, were achieved or exceeded. In particular: 
 Corporation A had an informal bonus structure, paying financial bonuses to 
individual employees at the CEO’s discretion. The level of and number of 
participants varied according to the financial performance in a particular year, 
with an increase significantly in quantum and participants occurring in Year 3 
compared to in Years 1 and 2.  
 Corporation B, in comparison, had an established financial bonus system from 
middle managers to senior executives, with financial targets comprising a 
maximum of 60% of an individual employee’s total payment. The bonus scheme 
was managed using a formal structured process, with new participants being 
advised of their participation in letters of appointment, a separate letter signed 
by the CEO to each current participant of the year’s financial targets and another 
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letter signed by the CEO after the financial year’s results were approved 
confirming performance to target and any monies to be paid. A minimum 
requirement comprising Corporation B’s profit was also established and if not 
achieved no bonuses were distributed regardless of the performance of specific 
areas of the business/projects.  The rationale for this gate was attributed to the 
need for shareholders of a public corporation to receive a minimum financial 
return and an incentive for participants within Corporation B to exceed set 
targets. A discretionary payment was also made annually to all other full-time 
employees if financial targets were achieved. This appeared to reinforce 
Corporation B’s collective focus on the organisation’s financial success—not just 
that of individual projects and/or business units.      
The sustained achievement of financial budgets to fund ongoing activities was viewed in 
numerous discussions with a wide range of employees of both corporations as a key 
measure of the effectiveness of their organisation. This feedback, however, also 
indicated that it was not perceived as the only measure. 
4.3.2 Safety Targets 
As project-based engineering corporations, both corporations’ licence to operate was 
subject both legislatively and through client contract requirements in being able to 
conduct their activities safely. The potential risk of failing this requirement is 
continuous and magnified due to the geographic spread of project activities in each 
corporation and the unique requirements of individual projects with different clients. 
Therefore an ongoing focus on demonstrating improvements in safety performance was 
necessary to ensure safety standards were maintained and continued to be adequate. 
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Annual safety targets were utilised to achieve this objective and demonstrate that the 
corporations continued to be effective. 
Both corporations had well established and documented reporting and monitoring 
material relating specifically to employee/contractor safety. This was partially 
attributed by senior managers to having to meet federal and state occupational health 
and safety regulatory requirements. Both organisations also maintained trend data, on a 
rolling twelve-month basis, that recorded their performance against internally-
communicated safety targets for each financial year. These targets were generic and 
contained standard industry definitions and measurements. Terms such as ‘lost time 
injury frequency rates’ (LTIFR) and ‘total recordable injury frequency rates’ (TRIFR) 
appeared to be well understood by members (employees and subcontractors) and were 
frequently mentioned in both corporations’ internal correspondence, such as 
newsletters, emails and intranet documents. Safety targets for LTIFR and TRIFR were 
established and published annually for each financial year by the CEO and executive 
teams at an organisational level and proportionally reallocated to business units and 
individual projects. Rather than just meeting regulatory and client-imposed minimum 
standards/protocols for employee safety, both corporations demonstrated a dynamic 
approach to continually seeking to improve their safety performance, consistent with 
published safety targets reducing each year over the period of the study. This required 
improvement at an organisational level resulting in the following observed management 
focus on employee safety and the documented tracking of project and business unit 
performance against specific measures (e.g. lost time injury (LTI) and TRIFR):  
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 Employee safety and performance to stated safety targets was an agenda item 
which was discussed in daily pre-start meetings at projects, daily and weekly 
site-based project meetings, monthly divisional management meetings, monthly 
and quarterly executive meetings and quarterly board meetings.  
 A range of safety-related documents existed in both corporations. These were 
refined through the period of the research by employed safety professionals and 
included their adaptation to project specific requirements. These documents 
contained a detailed analysis of historical performance that was communicated 
to all employees and contractors on corporate and project noticeboards and 
internal newsletters.  
 In the event of a safety incident internal safety-related policies and procedures 
were enacted, with the level of senior management involvement increasing if it 
involved an injury to an individual or a significant incident that could have 
resulted in an injury. Corporation B, due to its heavy equipment focus and 
associated safety risk to individuals, also maintained a high level of diligence over 
any plant damage incidents by developing and following specific reporting and 
monitoring mechanisms. Corporation A, however, only evolved into this more 
sophisticated approach over the three years as the level of plant assets increased 
in their operations. 
Safety targets and performance to target were formally revised in both corporations on 
an annual basis consistent with the setting of the financial budget. Similar to financial 
targets, this process followed a regimented monitoring process and the development of 
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organisational-wide strategies, which were documented and communicated to achieve 
improvements against agreed safety targets. Two specific examples are described 
below. 
TRIFR Targets 
Due to the ongoing level of variation in business unit performance to established TRIFR 
targets (contained in published monthly management papers), an increasing level of 
dissatisfaction in safety performance emerged in Corporation A’s executive team. This 
resulted in a major safety initiative being developed in Year 2, which was observed as 
being discussed and approved at a GM meeting and an Advisory Board meeting. The 
initiative’s objective was to achieve a dramatic improvement in TRFIR (the 
consolidation of reported lost time injuries, recordable work injuries and medically 
treated injuries) across all projects. This initiative had three components: 
 An investment in a paperless reporting process for all safety documents, 
standard forms and consolidated reports on mobile technology, such as iPhones 
and iPads, which included purpose-built apps being developed. This significantly 
improved the speed and flow of safety information within projects and across the 
organisation. 
 The expenditure of funds to create an internal program titled “Safety is My Way”. 
Its objective (and the language used to describe this initiative) was to reinforce 
that the accountability of safety behaviour rests with each individual employee, 
not just the corporation. The program included formal recognition/reward 
incentives.  
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 A renewed commitment by senior managers to personally engage with project 
teams onsite about safety. This involved conducting meetings with project 
managers to rank the perceived level of safety risk (high, medium or low) of each 
project-based employee and communicate this outcome to each employee. Other 
observed activities included attending each project to meet with project teams to 
drive conversations at site about the program and stress the importance of 
improving safety behaviour. 
This safety initiative resulted in a significant reduction in safety incidents across 
Corporation A’s operations, with TRIFR improving by 28% in Year 2 and 50% in 
Year 3 as reported in Corporation A’s yearly Annual Review publication. 
Employee Risk over the Christmas Period 
Corporation B also demonstrated an endeavour to continue to improve safety 
performance across its operations. A specific example is the observed approach shown 
by the Executive team in Year 2 of their concern for the increased risk to employees 
over the Christmas period. Statistically during this period there was a verified higher 
than normal risk of personal injury and equipment damage on projects, which operated 
on a 7-day, 24-hour cycle. This resulted in Corporation B implementing a specific 
communication plan involving: 
 The CEO conducting a number of teleconferences in early December of Year 2 
with senior business unit managers and their project teams to highlight concerns 
regarding the historical risk in increased incidents and injuries during this 
period.  
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 A personal request from the CEO for senior and project-based managers to 
discuss this concern with their teams. 
 Feedback and discussion from participants on the teleconference to reaffirm why 
this focus on safety during this period was necessary and sharing of potential 
actions.  
In closing each teleconference the CEO was observed to read a letter he had received 
from the wife of an equipment operator of another organisation who had died in a work-
related accident. In the letter she used emotional language to reinforce the negative 
impact this incident had on her family and his colleagues, especially at Christmas. The 
CEO then conveyed her request that managers work to ensure this tragedy does not 
happen in Corporation B and emphasised the obligation all employees had—especially 
those in leadership roles—to achieve this outcome. 
Feedback received from individual project managers when discussing this 
teleconference with them reaffirmed its positive impact on increasing the level of focus 
on safety at their sites. At one project the project manager advised that he had 
specifically raised this issue with their client and due to strong operational performance 
to date on the project it was agreed to roster all employees off on Christmas day so they 
could be with their families. 
The outcome of this initiative was the recording of no injuries or plant damage within 
Corporation B during the Christmas period of operations in year 2. 
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Consolidated Safety Target Outcomes 
Due to the rigour and formalisation in both corporations of the establishment, 
monitoring and reporting of safety targets each financial year they established 
consistent criteria for and language around their organisation’s effectiveness or 
ineffectiveness in relation to achieving safety targets. Table 4.3 indicates the 
consolidated outcomes. 
Table 4.3 Safety Targets 
 Year 1 Year 2 Year 3 
Corporation A Achieved Achieved Achieved 
Corporation B Achieved Achieved Achieved 
 
As indicated in Table 4.3, both corporations achieved their safety targets over the three 
years of the study. This result was commented on by senior management within both 
corporations as being even more impressive given the documented growth in project 
activities and employee numbers over this period, as well as the incremental 
improvement in annual safety targets set by each organisation. One factor that appeared 
to galvanise the achievement of safety targets was the continued inclusion of these 
targets into the formal incentive arrangements of both corporations.  
An analysis of Corporation B’s remuneration documents for each year of the study 
identified that achieving agreed safety targets comprised up to 20% of the payment for 
participants in the annual bonus scheme. Consistent with targets stated in financial 
budgets, payment was linked to a whole-of-business test that there were no fatalities 
 142 
within the financial year. The rationale provided by senior management for this gate 
appeared to be based on the importance of everyone working together to ensure 
fatalities did not occur, consistent with the corporation’s stated values.  
Corporation A in comparison, while not formally including safety targets in their 
incentive schemes, considered whether these targets were achieved when annually 
reviewing managers’ salaries. This included individual commitment to organisational-
specific safety initiatives, such as the ‘Safety is My Way’ program, as well as meeting 
business unit or project safety targets. The focus on safety as a component of the annual 
review of managers’ salaries was observed to be especially important for two specific 
management groups. 
The first group comprised managers involved in projects within the hydrocarbon 
industry, where the established record and continual improvement of Corporation A’s 
consolidated safety performance is a prerequisite for qualifying to tender with clients. 
The second group comprised managers with projects that utilised a large number of 
sub-contractors in the delivery of activities, as the corporation’s safety targets were a 
consolidation of all incidents at site regardless of the employment arrangements. 
As detailed above, both corporations defined their effectiveness in the context of a 
formal cyclical process of setting, monitoring and reviewing annual safety targets. This 
process was very similar to the one adopted in both organisations for financial budgets 
and indicates a structured relationship between financial and non-financial measures 
which is explored further within the study. 
 143 
4.3.3 Client Relationships 
The majority of both corporations’ revenue came from the delivery of their clients’ 
projects. Therefore, maintaining a positive relationship with client organisations in 
defined markets was a critical success factor as it enabled not only the ongoing 
promotion of each case organisation’s capability compared to competitors but also an 
understanding of client requirements for future projects. Importantly, deepening 
relationships within client organisations enabled both corporations to effectively 
manage issues that may potentially occur in the delivery of a project.  
The data analysis identified a theme in which both corporations viewed their approach 
to client relationships as a distinguishing feature of their organisation in winning 
tenders and delivering projects compared to their competitors.  For example the CEO of 
Corporation A reinforced the importance of client relationships within the context of a 
project that had lost money. In his recorded and transcribed address to the project 
managers’ conference held in Year 1 of the study he stated: 
 “My other theme is never lose a client. It's one thing to lose money in a job, but to 
lose a client is absolutely the worst thing you can do. As you realise last year, we had 
a really hard job with [project X], now that [client Z] really challenged us, but you've 
got to give credit to the guys who stayed there and really took the hits. Now 
financially sure, we lost money but we didn't lose the client. If we'd lost the client, 
what a waste of time that would have been.” 
Corporation B’s CEO also demonstrated the importance of client relationships through 
the frequently used term ‘CV+100’, which he referred to in numerous presentations to 
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employees during the period of the study. While the term ‘CV’ had an internal focus on 
employees’ experiences with the corporation the ‘+100’, was defined, in the recorded 
and transcribed address at the Year 1 annual managers’ conference, as solely applying 
to clients: 
“The +100—it's my other part of the vision, which is the external facing part of the 
vision, which is, we get 100 per cent reference check from our clients. Now, you might 
think, oh, you'd never get that. Well, not every day of the week, perhaps. But if we 
have that view, that that is the vision, again, it's not the biggest X return on funds 
employed, it's purely that our external clients will say, yes, the experience with 
working and having [Corporation B] do our work, was a good experience and they 
brought value. To me, that's the other part of the vision.”  
In the same address he then used a recent meeting with a client of a major project to 
emphasise the positive impact this belief had: 
“But I actually said to the CEO after the meeting, my aspiration or vision is to get 100 
per cent positive reference from our clients. I said, I probably wouldn't get that from 
you today, but it doesn't mean that I [don’t] still have that vision and our aspiration 
to get that from you before the projects complete. The difference in that 
conversation, after making that comment, was astounding. The CEO thought, in spite 
of the issues we're having, you guys still have that view that you want to do the right 
thing by us.” 
These examples indicate a high level of commitment from both CEOs to ensure their 
organisations continue to maintain the significance of positive client relationships when 
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describing the effectiveness of their corporations. This theme was continually 
reinforced throughout the data sets of both corporations by other informants and 
inculcated into internal activities, such as employee inductions and training activities. 
The prominence of client relationships was also highlighted through formal internal 
activities, for example Corporation B conducted an annual client survey which involved 
a contracted independent agency interviewing nominated client representatives from a 
list submitted by the CEO and the Executive Managers. A detailed report and 
presentation was then provided to individual members of the Executive, analysing 
interview responses against set criteria, including factors such as proactivity, 
responsiveness and project delivery. This report was also shared with other senior 
managers across the organisation and discussed as an agenda item in Executive and 
Regional Management meetings. Accountability for responding to any identified actions 
was allocated to senior managers who reported back to the CEO. Outside of the annual 
client survey the CEO and senior operational managers were observed to maintain a 
high level of interaction with client representatives both at a project and corporate level.  
Due to the long-term nature of project contracts the approach adopted by Corporation B 
in managing client relationships demonstrated a collaborative nature which was also 
viewed internally as a differentiator to competitors. These factors are best summarised 
in an interview conducted in Year 1 with EGM 3, who had over 15 years of service: 
“I think the other thing that was totally different was [Corporation B] saw itself as 
we are here for ten years, not two years. And so you have to build a relationship 
because the way you're going to make money over the long term is be there a long 
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time and you'll have a down and you'll have an up as long as you, on average, are 
there for a long time. You should come out alright.” 
While EGM 2, who had been with the corporation for over 10 years, proudly stated 
when interviewed in Year 1: 
“When first joining the company I was able to say to prospective clients that we've 
never been to court since 1928, any client; and it's an organisation which prides itself 
in repeat business. So 60–70% of our business is repeat business with the same 
client.” 
Consistent with this statement was the frequent observation in senior management 
meetings of the priority of maintaining long-term client relationships over the 
achievement of a single year’s financial budget. This demonstrated the importance of 
client relationships for competing and securing future project opportunities rather than 
just a one-off financial gain. 
Another demonstration of this collaborative approach by Corporation B to client 
relationships was the observed handover of two projects to the client as their contract 
term ended in Year 2 of the study. Internally there was a noticeable commitment, 
demonstrated in observed management and project meetings, over the last 12 months 
of the contract to ensure there were sufficient resources allocated to these projects to 
meet or exceed the client’s requirements. This was despite the contracts for these 
projects coming to an end. Due to this demonstrated commitment there was an 
improvement across all the project’s contracted KPIs. Noticeably the approach adopted 
by these projects was observed in various management meetings, both at an executive 
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and regional level, to reinforce the corporation’s commitment to meeting and exceeding 
client requirements. The efficient handover of the projects to the client’s operational 
management team and the formal recognition of gratitude from the client’s CEO to 
Corporation B’s CEO was cited informally in a number of management meetings and 
employee presentations as an actual demonstration of the CV+100 philosophy.  
Over the period of the study Corporation A demonstrated the importance of client 
relationships through an evolution of the business development activities across all 
operational areas. Chaired by the CEO in Years 2 and 3, the business development 
managers within each business unit conducted weekly phone conferences and held 
formal monthly meetings in an endeavour to improve the coordination of client-focused 
strategies. This process became more sophisticated over the three years of the study as 
Corporation A’s senior managers continued to upgrade their approach to client 
relationships through the ongoing review of business development capability in each 
key operational area. Significant investment was also made in Year 2 of the study to 
upgrade the Customer Relationship Management (CRM) system, refine business 
development reports and recruit additional marketing support. The focus on client 
relationships was also reinforced as a specific agenda item in monthly GMs’ meetings 
and quarterly business unit review meetings. A high level of emphasis was observed in 
the consideration of client relationships when specific project-based contract disputes 
arose during the study. A standard rationale was raised and discussed by senior 
managers for the need to sustain a client relationship when managing the dispute. This 
rationale often resulted in these matters reaching settlements without the need for 
litigation; a point emphasised in the interview conducted in Year 1 with GM 1: 
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“The client relationship is really important and I think most of the time your clients 
are decent, they got an outcome and they got a need and you'll get them to there ... 
it's an important focus but I drive that in my role, more by pushing things along and 
by getting people to just get over that little hump or if there's a cost issue, I'm 
focusing on what the client wants … look, we'll wear that, just get to the end of the 
job, we need to finish this job. We'll take this small hit now, because they'll give us 
something at the end.” 
This statement is also consistent with the approach taken by both corporations of 
prioritising long-term client relationships over annual financial targets when senior 
managers were dealing with project-based contractual disputes. When reviewing 
specific project reports and related management reports regarding contractual disputes 
it was identified that in the resolution of these matters the management of client 
relationships was a strategic matter considered at a project level and by senior 
management. 
As cited from their management conference presentations in Year 1, both corporations’ 
CEOs demonstrated a belief in the positive impact client relationships had on their 
organisation’s long-term strategic success. This belief was strategically reinforced 
through the refocusing of corporation activities prior to the study commencing to 
service projects with Tier 1 clients (defined within both corporations as large 
corporates with long-term capital expenditure programs). For example, in Corporation 
B a deliberate strategy had been developed by the CEO upon his appointment to target a 
small number of larger revenue projects with very large publicly-listed mining 
corporations, referred to as Tier 1 clients, who were capital constrained at the time. This 
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change in business strategy was summarised by EGM 3 when interviewed in Year 1, in 
the following manner: 
 “… we tried to I suppose to be a little bit more discerning about the type of projects 
that we did, and the types of clients we worked for so we had a number of what I 
would call Tier 3 clients who were far more focused on financial outcomes rather 
than business value or the appropriate relationship, everything was just about 
dollars and some of them were hard work, so we made an effort to exit those and I 
suppose look at what we considered longer-term contracts with clients that we 
thought had a similar business ethic to what we had.”  
For Corporation A, ongoing revenue growth was dependent on entering new markets. 
This strategy was predicated on building a solid reputation with Tier 1 clients through a 
more sophisticated approach to project delivery. A point emphasised in Year 1 by GM 2: 
“… the company in the 5 years that I've been here, has diversified incredibly; we now 
take work that 5 years ago we wouldn't even have thought about undertaking, so all 
the building work, the engineering work, just wasn't on our radar. We are now 
working for clients in the North West who are far more sophisticated clients than 
clients we've worked with in the past and far more commercially savvy, far more 
stringent safety requirements, it's just a completely different ball game.” 
These requirements and the level of competition in the market were observed to result 
in a continual focus to improve their standard of project delivery in order to sustain a 
positive relationship with these clients. Failure to meet this standard had long-term 
consequences for Corporation A’s reputation (due to operating in a very competitive 
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market) and Corporation B (which, although having fewer competitors due to the high 
capital requirements, faced the risk of clients delivering projects themselves). 
Unlike safety targets and financial budgets no documented metrics were established and 
monitored to demonstrate overall effective or ineffective criteria concerning client 
relationships. Despite this, evidence taken from various data sources not only 
contextualised criteria for client relationships within both corporations but also 
validated its focus and maintenance each financial year over the period of the research, 
as detailed in Table 4.4.  
Table 4.4 Client Relationships 
 Year 1 Year 2 Year 3 
Corporation A Maintained Maintained Maintained 
Corporation B Maintained Maintained  Maintained 
 
As indicated in Table 4.4, both corporations maintained effectiveness in client 
relationships over the three years of the study. This was despite both organisations 
experiencing ineffectiveness in project delivery (Table 4.5) and the non-achievement of 
financial budgets in the case of Corporation A (Table 4.2). This result indicates a level of 
co-dependence between criteria and also a potential prioritisation when confronted 
with a choice on how to achieve/maintain organisational effectiveness, a point that is 
discussed further in Chapter 6. 
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4.3.4 Project Delivery 
The technical capability of each case organisation to bid, win and deliver projects was 
their core competence. Fundamentally this capability not only served to build and 
maintain each corporation’s reputation with stakeholders but acted to ensure that 
identified risks on every project were effectively managed, so that all contractual 
obligations were meet or exceeded. Therefore, a continual focus existed in both 
corporations to continually improve their project capability, be it through in-house 
systems, recruitment of technical expertise or the ongoing development of personnel.       
Project management was summarised internally through various discussions with 
different groups of employees and managers of both corporations as being their core 
capability due to: 
 It being the only source of revenue and profit.  
 Each project being enshrined in a legally-binding contract with a client, placing 
an enforceable obligation on the corporation to fulfil the contract. 
 The corporation’s ability to sustain its future being solely based on its ability to 
identify, tender and win projects consistent with its capability. 
In order to improve this capability both corporations continually demonstrated an 
ongoing development and refinement of management systems and technical capability. 
This prioritisation placed on project delivery was explained by senior managers as 
ensuring the ongoing maintenance of organisational performance and subsequent 
reputation within a dynamic and very competitive market. 
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The project delivery criteria were identified in the data for organisational effectiveness 
and ineffectiveness. Ineffectiveness resulting from deficiencies in project delivery was 
very apparent in the data collected from Corporation A. This appeared to be due to the 
short-term nature of their projects (6 months–2 years). Over the period of research 
Corporation A experienced a higher volume of project activity than Corporation B. This 
increase in project activity and subsequent outcomes within Corporation A was 
observed to initially have a detrimental impact on the organisation, due to a lack of 
project management capability, and was reinforced within the interview data:  
“… the job will lose money. Reality is that we took on a job that wasn't suited to the 
company and its capability.” (CEO, Presentation, Senior Managers’ conference, Year 
1) 
 “…mistakes in the past undertaken projects where we didn’t have the capability.” 
(GM 2, interview, Year 1) 
“… we probably didn't have the right calibre of people sitting in certain projects. And 
a lot of that was to do with … we may have thought they were more capable or we 
just didn't have anybody else to put in there.” (GM 1, interview, Year 1)    
“My take on [project x] from day one was we should never have chased that project. 
It wasn't our core capability, it wasn't what we did.” (Project Manager 1, interview, 
Year 1) 
Corporation B, due to the longer-term nature of their projects (average 3–5 years), 
based on the operation of large-scale mining equipment (such as excavators and haulage 
trucks) and related services, to be able to make changes to and refine their project 
 153 
delivery capability over a longer timeframe compared to Corporation A. This appeared 
to occur through the refinement and subsequent improvement in the efficiency of 
equipment utilisation. As stated by EGM 4 in an interview conducted in Year 1: 
 “… as they say in the classics, nothing breeds success like success. When you can 
actually demonstrate to op managers that you can really turn operations around 
and actually improve availability and reliability, improve go-line performance so 
that the gear is sitting on the go-line in the morning.” 
The focus on improving project delivery through increasing the effectiveness of 
equipment utilisation was reinforced in an interview in Year 1 by Functional Manager 1, 
with this simple statement: “I think at the end of the day the … performance of a project is 
made up of the gear and the people, how the people run the gear.” 
Project delivery was also critical for the future success of both corporations, with past 
and current projects cited in tendering documents for new projects and their experience 
on these projects being identified as a necessary component in establishing and 
sustaining a competitive tender and delivery methodology. The criticality of project 
delivery was demonstrated through the centralisation of tendering activities, with 
formal procedures existing in Corporation A and Corporation B for approval to bid, 
review and submit, which incorporated the hierarchy of the organisation. These 
procedures had been established prior to the research commencing and were reinforced 
by senior management in order to ensure that, if successful, the organisation could fulfil 
the project-specific contractual obligations. Due to this formalised approach at an 
organisational level, the risk-based question “How are we going to deliver this project?” 
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was a reoccurring question observed across both organisations that operational 
management needed to answer in their tendering submissions before senior 
management would give approval. It was also observed in both corporations that a 
number of project opportunities to tender were reviewed and declined by management 
or competitively lost. These outcomes were often explained by senior management as 
occurring due to a perceived inadequacy in the tendered approach to project delivery. 
Of interest, within both corporations this outcome, however, was often informally 
communicated by those same managers as a positive outcome, due to the very serious 
concerns for the negative consequences a poorly delivered project would have on the 
organisation’s future sustainability. This perception was often supported with 
references to historical projects that had been poorly delivered both by the corporation 
or competitors. 
The importance of continually striving to improve project delivery was identified in the 
development and maintenance of formal management systems and the attraction and 
development of technical capability. Both corporations maintained their own internal 
systems, accessible through their intranets, which when reviewed were standardised 
across their activities for utilisation in each of their projects. These systems provided a 
framework for how the projects were to be delivery and monitored. In observing 
numerous training activities and management conferences in both corporations, there 
was a continual reinforcement of the need to understand components of their 
management systems and the impact on the delivery of a project, with specific 
examples, both positive and negative, being utilised to demonstrate its importance. 
Project delivery standards were also reinforced internally through a formal process: 
 155 
 Corporation A had established a process of formal project reviews coordinated 
by a senior corporate manager, which resulted in a formal project review report 
being generated for review and action by operations management with their 
project team. If the CEO and Advisory Board identified a project delivery risk the 
project review report was also presented to the senior management executive 
team and Advisory Board members to review, discuss and agree upon actions to 
address any identified issues.  
 In comparison Corporation B conducted compliance audits at the project level on 
approved project plans and provided project managers with an audit score that 
was used to reinforce the need for systems compliance. Due to the significant 
amount of capital involved in the delivery of projects Corporation B had a more 
robust project review process, with detailed reports discussed at monthly CEO 
operational meetings ranging in duration from four hours to a full day. 
Conversely, in Year 2 Corporation A introduced four-hour quarterly review 
meetings with business unit GMs.  
Standard project management reports were also reviewed in both companies. These 
consisted of a set of organisational-specific project performance KPIs, examples 
included margin, work program, costs and safety, to determine performance criteria and 
identify any remedial actions to ensure the delivery of the contracted works. 
Project delivery did consist of other effectiveness criteria, including financial budgets, 
safety targets and client relationships at a project level. However, due to project delivery 
also demonstrating the technical capability of the organisation it was criteria identified 
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across all data sources as being referenced within both corporations as a distinctive 
feature of effectiveness.  In reviewing a range of management reports, including 
individual project audits and reviews, and the consolidated report provided at the end 
of the financial year on all projects within each corporation, the project delivery 
outcomes were consolidated and are detailed in Table 4.5. 
Table 4.5 Project Delivery 
 Year 1 Year 2 Year 3 
Corporation A Not Achieved Not Achieved Achieved 
Corporation B Not Achieved Achieved Achieved 
 
As indicated in Table 4.5, Corporation A only achieved a consolidated result of project 
delivery effectiveness (as opposed to ineffectiveness) in Year 3 of the study. Senior 
managers rationalised this result as being a consequence of rapid growth in the 
corporation’s activities in Year 1 and Year 2, where they won a number of projects in 
new markets and with new clients but failed to successfully deliver on projects. For 
example they failed to meet the construction program and/or budget on three large 
projects during this period. These project outcomes were documented in Advisory 
Board reports. This resulted in the observed restructure of a business unit in Year 2 and 
the reinforcement of key learnings across the organisation in management meetings and 
conferences leading to an improvement in overall performance in Year 3. A review of 
Corporation B’s quarterly executive reports identified that they had achieved an overall 
result of effectiveness of project delivery in Year 2 and Year 3, with the failure to achieve 
this outcome in Year 1 being attributed to the difficulties of commencing Project X  with 
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a new client. Of note, this particular project saw significant performance improvements 
in Years 2 and 3. 
4.3.5 Summary: Organisational Effectiveness 
For both case organisations effectiveness consisted of four criteria: financial budgets, 
safety targets, client relationships and project delivery. The data analysis also contained 
detailed examples of failures by both corporations in relation to each criterion, which 
resulted in the organisational ineffectiveness construct being identified. As the unit of 
analysis for each criterion was a financial year I was able to determine the level of 
effectiveness relevant to a criterion for each corporation by also incorporating data for 
ineffectiveness for that year. This helped to identify patterns that emerged for each 
criterion and compared these findings across multiple criteria over the period of the 
study to understand those factors that contributed to achieving effectiveness.  These 
findings are explored further when discussing the three research propositions (Chapter 
5) and the responses to the study’s two research questions (Chapter 6). 
 The identification of organisational effectiveness and organisational ineffectiveness 
within both case organisations now leads to a consideration as to how each corporation 
defined and communicated its organisational goals—their categorisation being either 
financial or moral-based—and the specification of each individual goal and their 
interrelationships. Following this section the interaction between these goals and each 
corporation’s effectiveness criteria within the context of the study’s theoretical 
framework is discussed.      
 158 
4.4 Organisational Goals  
As stated in section 2.3, the two categories of organisational goals are defined as: 
 Financial goals: organisational goals that have a clearly defined economic 
objective and measurement. 
 Moral-based goals: organisational goals that articulate a moral objective and are 
clearly defined as being ethically the right thing to do.  
In order to identify these types of goals within each case organisation I determined that 
two interrelated elements were required to be demonstrated at an organisational level: 
1. The formal communication (written and verbal) of stated objectives by the 
corporation to both internal and external audiences. 
2. Examples of the achievement or non-achievement of these communicated 
objectives identified in interview transcripts and reinforced through observed 
activities within each corporation. 
This correlation between data sources (documentation, interviews and participant 
observation) resulted in the identification within both corporations of three categories 
of organisational goals: financial goals, published as budgeted targets and 
communicated  based on the corporation’s historical performance in relation to these 
targets; moral-based goals, articulated as published statements of the values of the 
corporation and communicated to reinforce their application within corporate 
activities; and social goals, published statements on compliance to regulatory or 
community-imposed standards and commentary on the organisation’s performance in 
relation to these standards.  Consistent with the defined research parameters set in 
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section 2.1, the construct of organisational effectiveness is defined as a result of the 
achievement of those goals established internally by the organisation. Therefore social 
goals, such as compliance to environmental and community standards, once identified 
were discarded.  The study will now contextualise financial goals and moral-based goals 
within both case organisations and compare the findings in each category. 
4.4.1 Financial Goals 
Due to its ownership structure Corporation B followed a formalised process established 
by its publicly listed parent corporation, including a documented statement of financial 
objectives and their achievement on a half-year and full-year basis. Published and 
released through their web site and in publicly accessible corporate reports, these 
documents also provided detailed commentary on current financial performance and 
included a limited forecast on potential future financial outcomes. Corporation A had a 
reduced level of external transparency compared to Corporation B due to its private 
ownership structure; however, it did release an annual review document that contained 
an abridged statement of financial performance which was available on its web site but 
did not offer any specific commentary on budgeted or forecast financial results. Within 
Corporation A, internal documents, such as Advisory Board reports and Independent 
Audit reports, were therefore utilised to verify financial goals, budgets and results. 
Internally, as stated earlier in section 4.3.1, both corporations followed an annual cycle 
of consolidating and approving financial budgets and disseminated these documents 
into cost centres within their organisation, including the breakdown of budgets to 
individual projects and functional cost centres within each project, which were formally 
reported on monthly. Both corporations had an established financial and reporting 
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system reinforced by specific policies, procedures and templates to ensure 
standardisation in the dissemination of approved long term financial objectives and the 
consolidation of financial data utilised to determine actual performance to budget 
against these targets. 
For the purpose of the research, financial goals are defined as an organisational goal 
that has a clearly defined economic objective and measurement. Based on this definition 
the theme of financial goals was identified in the analysis of the interview data and then 
correlated with formal organisational documents. This resulted in five types of financial 
goals being identified within Corporation A: Costs, EBIT, Project Margin, Revenue and 
ROI. Corporation B in comparison had six types of financial goals, of which five were 
consistent with Corporation A: Costs, EBIT, Project Margin, Revenue, ROI, and the sixth, 
Capital, appearing in the data due to the significant investment in heavy mining required 
in larger projects. In both corporation’s these financial goals established a minimum 
requirement that had to be meet for any future project opportunity or investment in a 
business unit could be seriously considered. 
The importance of achieving these financial goals was driven by the underlying belief in 
both organisations of the fundamental need to make money. Its criticality was 
rationalised as being either business sustaining, as stated in an interview in Year 1, by 
GM 2 in Corporation A: “… because at the end of the day, this is a business. We're here to 
make money, if we don't make money we'll go out of business” or, inherent in the purpose 
of the organisation and rationalised in an interview in Year 1 with EGM 3, Corporation 
B: “… yes we're miners but foremost you need to be a contractor at heart, we're here to 
make money at the end of the day.”  
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There was also a collective focus on the need to make money through the achievement 
of financial targets, demonstrated in a range of observed behaviour in both 
corporations. Formally achieving financial goals was an agenda item at senior executive 
meetings, business unit managers meetings, project meetings, functional managers 
meetings or management conferences within both corporations. As an agenda item 
achieving financial goals against set budgeted targets was the subject of discussion of 
formal financial reports and often actions were agreed on within these meetings to 
address any concerns in performance. Specific observed training activities also occurred 
within both corporations to educate individual employees in both the organisation’s 
financial system, including management reports and to ensure an understanding of 
standard financial terms identified in the data, such as EBIT, Capital, Revenue, and the 
tracking of Financial KPIs, for example overhead cost as a percentage of revenue 
(Corporation A) or labour factor defined as labour costs as a percentage of plant 
utilisation (Corporation B). 
In summary, both case organisations had specific financial goals that were 
communicated to external and internal audiences and were identifiable within 
interview data and participant observation. This outcome was not surprising given the 
corporate nature of these organisations and therefore their inherent profit orientation. 
The organisational construct of financial goals was identified and defined within both 
corporations, consistent with the two criteria outlined in section 4.4. However, it was 
not the only type of goal identified in the data of both organisations. Moral-based goals 
also appeared to impact on the achievement of financial goals.  
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4.4.2 Moral-based goals 
For the purpose of this study moral-based goals are defined as organisational goals that 
articulate a moral objective and are clearly defined as being ethically the right thing to 
do. Their identification was based on the use of moral vocabulary attributed to the 
organisation. Lowe (2010, p. 296) defines a moral vocabulary “as a form or ethos of 
moral reasoning which includes particular symbols, signs, code words, forms of 
argumentation and other moral resources”. The demonstration of these goals however is 
also subject to the dominant moral orientation of the corporation as discussed in section 
2.7. Both Corporation A (Table 4.6) and Corporation B (Table 4.7) had formal value 
statements. These published value statements established a unique moral vocabulary 
attributed to each organisation. Their description, reference and reinforcement within 
internal activities demonstrated a moral-based reasoning and subsequent obligation on 
the corporation, while providing specific contexts to each stated value as a moral-based 
objective. Therefore they articulated the moral goals of the organisation, which could be 
identified and contextualised within the data sets of both corporations. 
Corporation A’s and Corporation B’s value statements were documented and are 
available externally through corporate web sites and referred to in numerous corporate 
publications, such as annual reports, annual reviews, project-based case studies, 
newsletters, media releases and corporate marketing material. These documents are 
also distributed to customers, local communities and prospective employees. Internally 
both corporations published value statements as posters and placed them in corporate 
offices and project administration areas, including common meeting rooms. Value 
statements were also used in a number of communication documents developed for 
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employee conferences, internal presentations, as well individual employee documents 
such as letters of appointments and performance review forms. They were also 
referenced within a number of policies and procedures available on both corporations’ 
respective intranets. 
In some publications, such as the Year 2 Annual Review, Corporation A expanded on the 
wording of each value (Table 4.6) to provide a more elaborate context of their meaning 
and intent in order to reinforce the organisation’s commitment to their achievement. No 
similar examples of elaboration were found in Corporation B (Table 4.7), rather it was 
often observed as a document printed and pinned up in individual work areas. At one 
project in Corporation B it was observed that each value was printed on large 
whiteboards where project employees signed in and out, and individual employees had 
written about an experience while on shift that reinforced a particular value. 
Table 4.6 Corporation A’s Value Statements  
Value  Statement 
Safety  We are passionate about the health, safety and well being of our 
people, the community and the environment. 
Teamwork Together we face and overcome challenges and hold each other 
accountable by communicating openly with respect and 
integrity. 
Excellence We strive to excel at all we do by continually learning, 
developing skills and delivering reliable quality outcomes for 
internal and external clients. 
Pride We are proud of, and celebrate, our achievements. We make 
things happen by creating fun, innovative and collaborative 
environments where everyone is empowered to be successful. 
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Table 4.7 Corporation B’s Value Statements 
Value Statement 
Safety and the 
environment 
We are committed to working safely, taking care of each 
other and preserving the environment. 
Integrity and 
ethical behaviour 
We make every effort to be fair, honest, reliable and 
professional. 
Cooperation and 
teamwork 
We are dedicated to working effectively with all 
stakeholders to deliver optimum results. 
Value creation and 
client 
relationships 
We are focused on creating shareholder value and 
exceeding client expectations. 
Our people are our 
advantage 
We are highly motivated to invest in individual 
development, and to provide recognition, encouragement 
and direction through positive leadership. 
Innovation 
 
We willingly challenge conventional thinking and are 
passionate about inspiring positive change. 
 
The statements listed in Tables 4.6 and 4.7 contain moral vocabulary that attaches a 
moral reasoning to the specific achievement by the organisation of each component of 
the value statement. The use of the term ‘we’ in defining a particular value was observed 
in employee and specific management meetings as placing a collective obligation on the 
corporation and its members. It was therefore determined that the content of the value 
statements of both corporations met the first criteria outlined in section 4.4 of defining a 
specific organisational goal as they represented “a desired state of affairs which the 
organization attempts to realise” (Etzioni, 1964, p. 6).  
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The individual components of the value statements were then categorised as moral-
based goals. As detailed in Table 4.6 and Table 4.7, this resulted in four defined moral-
based goals for Corporation A and six defined moral-based goals for Corporation B. The 
categorisation of these moral-based goals and their identification was important as it 
provided the basis for “an inductive analysis of the moral claims and resources that are 
made by a given group” (Lowe, 2010, p. 310). This is consistent with the second element 
of the criteria of an organisational goal stated in section 4.4. However, while the value 
statements of both corporations defined their moral-based goals, could evidence of 
these goals be identified within the data? In order to develop an approach to answer this 
question the theme of each moral-based goal was “coded in terms of how they are 
promoted [by what means] and to what objects/subjects of concerns they are attached.” 
(Lowe, 2010, p. 310). This approach was applied to the interview data of both 
corporations. Examples of how moral-based goals were promoted within the interview 
data are detailed in Tables 4.8 and 4.9.  
Table 4.8 Corporation A: examples of moral-based goals 
 Moral-based Goal Interview Statement 
Safety: We are passionate about 
the health, safety and well-being of 
our people, the community and the 
environment. 
 
“… that is a contract that you've made with your co-workers as to 
how you're going to work safely, and if you step outside what was 
agreed, you don't want to be part of our team.” (Functional 
Manager 1, Year 1) 
 
Teamwork: Together we face and 
overcome challenges and hold each 
other accountable by communicating 
openly with respect and integrity. 
“… be very open with them as to some of the things that need 
improvement. And also the things that I thought were really well 
done and I'd like to pick up and take to other projects.” (General 
Manager, 2, Year 1) 
 
Excellence: We strive to excel at all 
we do by continually learning, 
developing skills and delivering 
reliable quality outcomes for 
internal and external clients. 
 “… so I could see a good relationship there and build that good 
relationship would probably underpin our earthworks in the 
north-west going forward.” (Functional Manager 2, Year 1) 
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 Moral-based Goal Interview Statement 
 
Pride: We are proud of, and celebrate, 
our achievements. We make things 
happen by creating fun, innovative 
and collaborative environments 
where everyone is empowered to be 
successful. 
“… I describe it [Corporation A] as being …capable, good place to 
work, good deliverer of projects of the scale we choose to work 
them at. I wouldn’t describe it as bureaucratic.” (GM, 1, Year 1) 
 
Table 4.9 Corporation B examples of moral-based goals 
Moral-based Goal  Interview Statement 
Safety and the environment: We are 
committed to working safely, taking care 
of each other and preserving the 
environment. 
 
“Of all the values, safety is the most embedded. And people hold 
safety in a very, very high regard, it's not just statistics, they really 
care.”  (Functional Manager 3, Year 1) 
 
Integrity and ethical behaviour: We make 
every effort to be fair, honest, reliable and 
professional. 
“I mean the technical skills is one side, but again the behaviours 
that they demonstrate in terms of their integrity, the 
professionalism, their tenacity, all of that.” (EGM, 2, Year 1) 
 
Co-operation and teamwork: We are 
dedicated to working effectively with all 
stakeholders to deliver optimum results. 
What we can do is encourage - I try and have my guys - like one of 
the things I tell - remind my general managers and regional 
[functional] manager and ask them to give the kids a pep talk 
from time-to-time is that at the end of the day I mean the 
operations are our customers.  They’re our internal 
customers.(EGM4, Year1) 
 
Our people are our advantage: We are 
highly motivated to invest in 
individual development, and to 
provide recognition, encouragement 
and direction through positive 
leadership. 
 
“… and I suppose my philosophy around people is either create 
or find the right job that needs to be done in the business that 
suits that person's capability so that they will be good.”  (EGM 
3, Year 1) 
Value creation: We are focused on 
creating shareholder value and exceeding 
client expectations. 
“and I think we've been particularly good at understanding the 
decision makers within the [‘client’] structure and how to target I 
suppose engaging with those people, and understanding how we 
need to interact with them to give them what they want.” (EGM 3, 
Year 1) 
 
Innovation: We willingly challenge 
conventional thinking and are 
passionate about inspiring positive 
change. 
 
“What has been refreshing is the organisation's ability to think 
outside the square, to look practically at how things move 
forward and progressively and have an open conversation.” 
(Functional Manager 3, Year 1) 
 
  
 167 
Consistent with the two criteria defined in section 4.4 moral-based goals were identified 
as an organisational-level construct in the data of both corporations. The application of 
the respective corporations’ values statements (Tables 4.6 and 4.7) enabled the 
research to not only label each specific moral goal but also its definition and context. As 
such they provided a template to code interview data as well as identify the presence or 
absence of these goals within documents and through participant observations. 
Importantly, moral goals were distinguishable from financial goals but also appeared to 
have a symbiotic relationship with financial goals. Critically, the unique definition of 
each value as a moral-based goal (unique to Corporation A and Corporation B) provides 
a basis to explore the interaction with other constructs contained in the theoretical 
framework.  
4.4.3 Summary: Organisational Goals 
Organisational goals were identified within the data of both corporations. Once 
identified they were categorised into either financial goals, consisting of a limited set of 
defined accounting-based metrics adopted by each corporation based on the 
fundamental need to make money or moral-based goals defined in moral vocabulary 
described within the corporations’ communicated values statements. Management and 
employees in diverse internal activities continually reinforced both financial and moral-
based goals. The objective of this reinforcement appeared to be the need to maintain a 
minimum level of consistency in the behaviour of members (including contractors) as 
they conduct numerous activities across multiple and geographically dispersed projects. 
This resulted in the finding that organisational goals, both financial and moral-based, 
are perceived within each corporation as being separate but related to their 
 168 
effectiveness criteria. In order to verify this finding and validate the constructs of 
organisational effectiveness and goals I examined the data to understand this 
relationship further. 
4.5 The relationship between effectiveness criteria and financial and moral-based 
goals 
A review of both corporations’ financial and moral-based goals identified that each goal 
had an emphasis on and was realised through the achievement of individual 
effectiveness criteria. This was initially determined through the examination of 
effectiveness data collected through the interview process in both Corporation A, Table 
4.10, and Corporation B, Table 4.11. 
Table 4.10 Corporation A: the relationship between effectiveness criteria and goals 
 
 Effectiveness Criteria 
Goals Financial 
Budgets  
Safety 
Targets 
Client 
Relationships 
Project 
Delivery 
Financial 8 0 2 2 
 Safety 3 9 1 4 
Teamwork 5 2 2 24 
Excellence 11 1 21 8 
Pride 9 4 7 22 
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Table 4.11. Corporation B: the relationship between effectiveness criteria and goals 
 
Goals Financial 
budgets 
Safety  
targets 
Client  
relationships 
Project 
delivery 
Financial 10 3 1 4 
Safety and 
environment 
1 9 0 2 
Integrity and ethical 
behaviour 
1 1 5 4 
Value creation and 
client relationships 
5 2 12 7 
Cooperation and 
teamwork 
6 1 3 24 
People are our 
advantage 
5 2 1 13 
Innovation 5 1 1 11 
 
As shown in Table 4.10 and Table 4.11, the analysis of data coded as effectiveness for 
both Corporation A and Corporation B was sub coded to identify any relationship to 
specific goals and sub coded as an example of a specific effectiveness criteria. When this 
sub coding of effectiveness to goals and effectiveness to criterion was combined 
patterns between a specific goal and individual criterion was identified within the 
effectiveness data. For example project delivery was aligned very strongly to teamwork 
and pride in Corporation A, while in Corporation B project delivery was aligned to 
cooperation and teamwork most strongly, and people are our advantage and innovation 
to a lesser extent. This finding was then compared to interview data for ineffectiveness 
as well as document analysis of reported examples of effectiveness and ineffectiveness. 
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This comparison verified the findings reported in Table x and Table y and detailed in 
Figure 4.2 and lead to the exploration of explanations for this finding: What is the 
relationship between the constructs of organisations goals and effectiveness? 
Figure 4.2 The primary relationships between individual goals and specific 
effectiveness criteria. 
 
As shown in Figure 4.2, financial goals are realised in the corporations’ financial 
budgets, while safety targets demonstrate the achievement of safety-specific moral-
based goals. Client relationships was incorporated into ‘Excellence’ (“…delivering 
reliable quality outcomes for internal and external clients”) for Corporation A and in 
Corporation B through ‘Integrity and ethical behaviour’ (“we make every effort to be 
fair, honest, reliable and professional”) and ‘Value creation’ (“we are focused on 
Corporation B 
Financial Goals 
 EBIT 
 Profit 
 Revenue 
 ROC 
Moral-based Goals 
 Safety and Environment 
 Integrity and Ethical 
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 Value Creation and Client 
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 Cooperation and 
Teamwork 
 Our People are our 
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Financial Goals 
 EBIT 
 Profit 
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Moral-based Goals 
 Safety 
 Excellence 
 Teamwork 
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Corporation A and 
Corporation B 
Effectiveness Criteria 
 
 Financial Budgets 
 
 Safety Targets 
 
 Client Relationships 
 
 Project Delivery 
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creating shareholder value and exceeding client expectations”). Project delivery was 
demonstrated in ‘Pride’ (“we are proud of, and celebrate, our achievements…”) for 
Corporation A and in Corporation B through ‘Cooperation and teamwork’ (“we are 
dedicated to working effectively with all stakeholders to deliver optimum results”), 
‘Our people are our advantage’ (“we are highly motivated to invest in individual 
development…”) and ‘Innovation’ (“we willingly challenge conventional thinking…”). 
Having identified this relationship between individual goals and specific effectiveness 
criteria I then examined the data for examples of the achievement of effectiveness in 
each corporation through a specific initiative that focused on demonstrating, across 
all activities, a commitment to their financial and moral-based goals. Two examples of 
these types of initiatives are provided below. 
4.5.1 Corporation A—‘Safety is My Way’ Campaign 
An organisational activity that was able to reinforce all four moral-based goals as well as 
its financial goals within Corporation A was the “Safety is My Way” campaign, described 
in section 4.3.2. While this initiative was labelled internally as a safety program it 
incorporated elements of Teamwork, Excellence and Pride in its development and 
implementation. The roll out across all projects and the design of the program 
demonstrated the value of Teamwork by requiring individual project teams members 
(through challenging discussions at site) to rank themselves and each other in their 
approach to risk-taking behaviour. Project teams, in demonstrating the value of 
Excellence, were then challenged by senior management to develop strategies to 
improve the team and individual rankings with the objective of increasing green 
rankings (demonstrating a low-risk approach) and in some cases removing employees 
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and managers who had a red ranking (demonstrating a high-risk approach). In Years 2 
and 3 of the study the organisation held recognition sessions involving senior managers 
at site to reward employees who achieved a green ranking by their peers, 
demonstrating the values of Pride and Safety. An annual award was made to the 
employee judged by Senior Managers as demonstrating the highest level of “Safety is My 
Way” behaviour. The program achieved a significant reduction in safety incidents, with 
TRIFR reducing by 50% in Year 3 (as detailed in Corporation A’s Annual Review for that 
year). This initiative was informally acknowledged by a number of managers and 
employees as improving project delivery due to less downtime caused by incidents at 
site, strengthening client relationships by raising the level of focus on safety and making 
a positive contribution to the organisation’s financial results by reducing LTIs and 
workers’ compensation costs and therefore increasing project margins. Due to these 
outcomes this program and its subsequent ongoing benefits it was identified as 
contributing to the achievement of Corporation A’s effectiveness criteria. 
4.5.2 Corporation B—Values Awards 
Corporation B’s annual Values Awards is an example of an organisational activity that 
reinforced all six moral-based goals. The award winners were announced at the annual 
senior managers’ conference (attended in Years 1, 2 and 3). This was a regular event in 
the corporation’s calendar of management activities. Winners were chosen based on an 
aggregation of scores made by individual members of the executive team against a 
shortlist of nominations for each of the six components of the value statement. This 
shortlist was compiled by the HR department from a large number of nominations, 
received from across all operational areas. Applications consisted of individual 
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employees or project teams emailing or developing a formal proposal as to why a 
particular employee or group of employees should win the award for a specific value 
based on an example of their behaviour and its resulting benefits both financial and 
non-financial. The Values Awards were promoted via posters, emails and dedicated 
sections in newsletters announcing that nominations were open. A formal ceremony 
was held at the managers’ conference, which included announcing the shortlisted 
nominations, the subsequent winner and the CEO awarding a plaque and financial 
voucher to the winner, who in some cases was specifically flown in for the event. Award 
winners were announced to the organisation through the internal newsletter with 
accompanying photos, distributed internally and to clients, and on the corporation’s 
intranet. Over the three years of the study the number of nominations increased from 
across the organisation, with the profile of the awards being positively reinforced at a 
project level. The Values Awards initiative was informally viewed as an integral 
component of reinforcing the expected behaviour required across the corporation’s 
diverse operations, both internally with peer groups and externally with clients. The 
celebration of award winners and the focus on seeking nominations based on actual 
examples from within the corporation was observed to reinforce that the moral-based 
goals identified in Corporation B’s Value Statement (Table 4.7) were not only achievable 
but beneficial to the ongoing achievement of the effectiveness criteria relating to 
financial budgets, safety targets, client relationships and project delivery. 
Having confirmed that there was a relationship between both corporations’ financial 
and moral-based goals I sought to verify this relationship by examining its nature and 
looking for explanations as to why they were also different constructs. As discussed in 
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section 2.3 studies into organisational goals had identified their achievement as a 
demonstration of effectiveness (Scott 1992). However this had led to the development 
of a perspective by researchers that organisational goals and organisational 
effectiveness are conflating. This I believe has resulting into arguments that the topic 
was too complex and therefore fruitless (Bluehorn, 1980), contributed to a decline in 
research into the study of organisational goals (Shinkle, 2012) and the development of 
alternative explanations for organisational effectiveness (Cameron, 2010). For the 
purpose of this study organisational effectiveness is an internally defined construct that 
contains specific criteria that demonstrate the achievement of organisational goals 
within a financial year. My findings however propose that there is two separate but 
related constructs goals and effectiveness, as proposed in the theoretical framework 
(Figure, 4.1). They are not conflating but, as described and discussed in the preceding 
sections, interdependent. An explanation as to how this finding of interdependence 
occurs required further consideration. 
 The primary data source for this analysis was an examination of the relationship 
between goals and individual effectiveness criteria within published documents 
including annual reports, marketing material and quarterly newsletters as well as 
internal project reports and related project specific documents. Interviews and 
participant observations were then utilised to verify any themes.  
 The first theme that was identified when examining the relationship between financial 
and moral-based goals and individual effectiveness criteria further was the symbiotic 
nature of the relationship. If an effectiveness criterion was achieved, the data also 
demonstrated that related goals as shown in Figure 4.2 had been achieved. The same 
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occurred if the criterion was not achieved; there was a failure to achieve these goals. No 
example was identified in the data where this symbiotic relationship did not occur. A 
further review of the data also identified that, while there was a symbiotic relationship, 
it was also noticeable that when the achievement of a financial and moral-based goal 
was articulated it was through the description of meeting one or more effectiveness 
criteria. In order to develop an explanation for this phenomenon I considered the 
relationship between individual goals and effectiveness criteria as occurring through 
harmonisation, as discussed in section 2.2. While harmonisation results in the 
achievement of effectiveness through the alignment of moral-based goals and financial 
goals I also found that an organisational goal and its effectiveness criteria are focused on 
meeting different outcomes: 
 Effectiveness criteria are externally focused on the corporation’s reputation with 
stakeholders. 
 Organisational goals are internally focused on the behaviour of members in 
conducting the corporation’s activities. 
This finding and its rationalisation based on the need to satisfy different outcomes 
(external reputation and internal behaviour) challenges current concepts regarding the 
relationship between organisational effectiveness and organisational goals. In order to 
understand this finding further I reviewed the work of MacIntyre (1988, 2007) to 
develop an explanation as to why this focus on different outcomes by corporations 
occurs. 
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The position adopted in this study is an extension of MacIntyre’s (2007) argument that 
an individual’s effectiveness is not morally neutral. By applying this argument to an 
organisational context led me to consider MacIntyre’s (2007) position that every single 
activity is focused on achieving a ‘good’. He then elaborated to define these as either 
‘internal goods’ which are different to ‘external goods’, the difference he perceived as 
being excellence (internal goods such as virtues and character traits) versus 
effectiveness (external goods including prestige, status and wealth) (MacIntyre, 1988). 
He argued that the relationship between excellence and effectiveness was based on 
reciprocity, as:  
“… the goods of excellence cannot be systematically cultivated unless some at least 
of the goods of effectiveness are also pursued. On the other hand it is difficult in 
most social contexts to pursue goods of effectiveness without cultivating at least 
some degree of goods of excellence…” (MacIntyre, 1988, p. 35)  
In considering the relationship between goals and effectiveness within both 
corporations I replaced MacIntyre’s (2007) concept of internal and external goods with 
internal and external outcomes. Was organisational effectiveness focused on external 
outcomes and were organisational goals focused on internal outcomes consistent with 
the MacIntyre’s (1988) concept of excellence versus effectiveness? By utilising this 
approach patterns emerged within the analysis that indicated particular criteria (e.g. 
client relationships) or goals (e.g. co-operation and teamwork) were either orientated to 
external or internal outcomes. Reciprocity between these outcomes appears to provide 
not only an explanation of the relationship between effectiveness and goals but also 
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indicates the need for the common good of the organisation to be the mechanism for 
their collective achievement. This relationship is detailed in Figure 4.3. 
Figure 4.3 The Janus-faced nature of a corporation 
 
  
 
 
  
   
  
 
 
As detailed Figure 4.3, the effectiveness criteria of both corporations (financial budgets, 
safety targets, client relationships and project delivery) are positioned as external 
outcomes focused on each corporation’s reputation by meeting stakeholders’ 
requirements. Both corporations’ moral-based and financial goals (e.g. co-operation and 
teamwork, excellence, safety and care, and profitability) are positioned as internal 
outcomes focused on member behaviour. The corporation is defined through its 
effectiveness criteria and moral-based and financial goals, and is positioned between 
achieving both external and internal outcomes. Therefore the corporation can be viewed 
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as being ‘Janus–Faced’—a single entity that has two faces, one external-facing to 
stakeholders and the other internal-facing to members. The common good of the 
organisation is the mechanism utilised by corporations to achieve reciprocity of these 
outcomes. It is further argued that as the corporation grows in both the number of 
stakeholders and number of members, as indicated by the direction of the arrows in 
Figure 4.3, the gap between internal and external outcomes increases, resulting in 
reciprocity becoming more difficult to achieve. 
4.5.3 Data analysis—the Janus-faced nature of corporations  
The rationale for the Janus-faced nature of a corporation as an explanation for the 
relationship between their effectiveness and goals, as detailed in Figure 4.3, emerged 
from themes and patterns identified within the research data.  One particular theme was 
the concept of effectiveness in meeting shareholder requirements and the ongoing 
promotion of a positive corporate reputation with stakeholders.       
As corporations, both case organisations had multiple shareholders, either represented 
through the public nature of Corporation B or the private, single-family ownership of 
Corporation A. Within the data organisational effectiveness was often described as 
meeting shareholder requirements, especially through the achievement of financial 
budgets. This was often discussed in management meetings and informally with 
members but was also highlighted in statements made by the different CEOs at their 
respective management conferences held in Year 1: 
“The CapEx, we're on track with that, as well. I mean, one of the things that has 
enabled us to achieve what we have is the support we do get out of the [Head] office. 
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We've put hundreds and hundreds of millions of dollars of capital into the business, 
three years in a row, so they continue to support us. Mind you, we're also giving a bit 
back to [them] now, which is fine and that's the way it works.” (Corporation B, CEO, 
management conference presentation, Year 1) 
 “It's very hard to get the confidence of this [management] group here, and the 
shareholders and other stakeholders in the business when we as a group can't 
predict our revenue and our profitability.” (Corporation A, CEO management 
conference presentation, Year 1) 
This need to demonstrate effectiveness to shareholders through the achievement of 
financial budgets was a component of the focus of corporate reputation, not only to 
shareholders but also clients and the broader community. A review of marketing 
material and corporate reports within both corporations identified this focus on 
maintaining an ongoing positive reputation with stakeholders through the articulation 
of the organisation’s history and growth (employee numbers and revenue), safety 
performance and focus (safety statistics and initiatives), testimonials on specific 
projects (size, technical nature and completion), often complimented with client details 
and positive feedback from client representatives. This material was also used to recruit 
new members in role advertisements and direct applications to the corporation’s web 
site, which contained a repository of marketing material and corporate reports. 
Therefore the external focus of the both organisations’ effectiveness criteria was found 
to ensure an ongoing positive reputation with stakeholders, including current and 
future members, by reinforcing external outcomes, such as corporate prestige, status 
and wealth (MacIntyre, 1988). 
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However, as described in section 4.4 a theme identified within the case organisations 
was that both financial and moral-based goals were continually reinforced by 
management and employees in disperse internal activities. The objective of this 
reinforcement appeared to be the need to maintain a minimum level of consistency to 
achieve organisational effectiveness in numerous activities, across multiple and 
geographically-dispersed projects. These types of goals therefore demonstrated an 
internal focus in maintaining a level of consistency in the behaviour of members within 
each corporation. This finding is consistent with the concept of internal goods, such as 
those of a virtuous character, defined by MacIntyre (1988) and is consistent with my 
argument that corporations are moral agents (section 2.6) and have a dominant moral 
orientation (section 2.7). 
The need for reciprocity between a corporation’s goals and its effectiveness criteria 
provides a rationale for the interrelationship between these constructs as being based 
on the observed interaction between a corporation’s focus on internal outcomes and 
external outcomes. Members when interviewed, for example, identified this theme in the 
data:  
“… I think how effectiveness [sic] the organisation becomes in delivering projects … 
that's probably just the way people feel about who they work for, the effectiveness of 
how effective we become in delivering our projects is going to be delivered by the 
quality of the people that we attract.” (Functional Manager 2, Corporation A) 
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 “…people are more ready to share resources because they know if you're dealing 
with [client Y], they'll get in on one small project, that's the thin edge of the wedge 
and that leads us to other opportunities as well.” (GM 3, Corporation A) 
“The important thing was safety performance improved.  If you look at the year on 
year employee engagement surveys, they were showing improvement in terms of 
engagement.” (Project Manager 2, Corporation B) 
“…they've been all those things that I talked about—good client feedback, making 
good dollars, making the most of what they've got in terms of assets, good solid 
management team, all those things all come together.” (EGM 1, Corporation B) 
These examples from the interview data contain at least one criteria of effectiveness 
linked to the achievement of both corporations’ moral-based goals. A finding that was 
continually identified within the data was that of there being a relationship between 
financial and moral-based goals and effective or ineffective outcomes within both 
corporations as discussed in section 4.4. This is elaborated on further in section 5.2.  
4.5.4 Summary 
The relationship between external outcomes (effectiveness criteria) and internal 
outcomes  (financial and moral-based goals) based on reciprocity (as detailed in Figure 
4.3) defines a corporation as being Janus Faced—a single entity focused simultaneously 
on both the behaviour of members and its reputation with stakeholders. This argument 
provides a holistic view of the corporation and an explanation as to why organisational 
research into topics such as organisational goals (Shinkle, 2012) and organisational 
effectiveness (Cameron, 2010), embedded with their varying approaches (e.g. 
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stakeholder and shareholder versus resources and systems), has inadequately explained 
the behaviour of corporations. Their examination is dominated by one perspective, 
either the conduct of members (internal outcomes) or the impact on stakeholders 
(external outcomes)—not both. I argue that while a corporation’s effectiveness is a 
demonstration of the alignment of its financial and moral-based goals, they are not 
conflating constructs. Rather their interdependence is a result of the strength of  
reciprocity between a corporation’s focus on internal and external outcomes, and results 
in the corporation either meeting or failing to meet broader stakeholder requirements 
as well as aligning the behaviour of members. Therefore, in understanding the actions of 
corporations, its members and stakeholders I argue that the Janus-Faced nature of a 
corporation is the starting point for further exploration into this area. This finding is not 
only consistent with the dynamic nature of the study’s theoretical framework in 
demonstrating the continual interchange between effectiveness and goals (Figure 4.1) 
but also identifies the need for the common good of the organisation to be demonstrated 
within a corporation’s activities in order to maintain reciprocity.  This position is now 
explored further when contextualising the common good of the organisation within both 
case organisations. 
4.6 Common Good of the Organisation 
As discussed in section 2.8, the common good of the organisation has been 
reconceptualised as an organisational construct defined as the shared acceptance by 
members of an organisation of the sustainable goals of their organisation, which result in 
the ongoing moral and material benefit to individual members.  Within the study’s 
theoretical framework (Figure 4.1) the common good construct is positioned between 
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financial and moral-based goals and effectiveness. Utilising Searle’s (2005) concept of 
collective intentionality I therefore coded interview data for examples of the common 
good of the organisation, focusing on the language used to describe activities that were 
consistent with the construct’s definition and then examined how status function and 
internal rules were applied to identify the reinforcement of the common good. I then 
compared the findings to the data coded for effectiveness and ineffectiveness to identify 
any emerging themes or patterns. Once completed, I examined organisational 
documents for corporate-specific terminology and descriptions of role accountabilities 
to identify examples of the common good of the organisation and compared these 
findings to observation notes and personal experience gained through participating in 
organisational activities, such as management conferences, management meetings, 
project site visits and training activities. The consolidated findings were then reviewed 
to identify not only the common good of the organisation but also the themes that 
contributed to its presence or absence. 
4.6.1 Language 
The use of language was found to be critical in identifying the common good of the 
organisation, with specific descriptors used to demonstrate its presence or absence. My 
simultaneous participation in both corporations over the three–year period enabled me 
to familiarise myself with the internal language used within each organisation and 
identify differences. Importantly, this also provided the opportunity to explore the 
source of particular terms and phrases, such as ‘One corporation’ (Corporation A) or 
‘Care factor’ (Corporation B), and examine their application in different situations and 
aspects of the corporation.  
 184 
Corporation A 
Corporation A had developed a terminology labelled as ‘One Corporation A’, originally 
developed to correct an imbalance presented to clients and employees of a business 
unit’s priorities not being aligned to the organisation’s priorities. As summarised by the 
CEO in Year 1, the: 
“… concept around business units was unhealthy for a number of reasons, it created a 
stronger silo mentality than what we needed because around a silo we could build 
some accountability but the silo mentality was too strong and to the detriment of the 
business.” 
The phrase ‘One Corporation A’ was used to gain members’ shared acceptance of the 
importance of considering the interests of Corporation A rather than just those of their 
business unit, department or project. The phrase was also utilised to ensure that clients 
understood the overall capability of the corporation rather than just that of individual 
business units. It was therefore utilised to emphasise the need for organisational 
priorities to take precedence over individual member and subgroup interests especially 
in regards to using finite resources, as expanded on by the CEO in the same interview: 
 “…the message we sold as One [Corporation A], so what is best for business and that 
might not be necessarily good for the business unit but it's best for the overall 
business. And so people could move around, if they kind of related to a particular skill 
set they wanted to develop or a particular area of client that they wanted to work 
with, and so we use it as a bit of a hey are you a team player?” 
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This language and its demonstrated reinforcement through internal activities reinforced 
a sense of members and subgroups being part of a larger collective and purpose. For 
example the phrase ‘One Corporation A’ was also applied as a rationale for 
standardising processes across the organisation, as described by GM 4 in Year 1: “If 
you're going to have One (Corporation A) you've got to have a one commonality around 
every endeavour we do in the company.” This view was also supported in the interview 
with GM 2, Year 1:  
“I think because of One (Corporation A) that resonates throughout the business, and 
was driven largely from people not at the top of the business, but within the business, 
because everyone is open to that. People are open to a common platform in terms of 
developing a capability that is common across the business.” 
The impact of ‘One Corporation A’ was also observed in various management meetings 
and conferences where it reinforced the need for an organisational perspective to be 
adopted when addressing internal issues: 
“… it's amazing how many people in a conversation, if there's a silo attitude or you 
know, holding onto something, that phrase One [Corporation A] provides the impetus 
to say well hang on, we're in this one organisation. So yeah, it's the one card trick, 
hang on One [Corporation A], then people straight away, the One [Corporation A] 
comes with what everyone has agreed to over the last year about One (Corporation 
A), so there is a lot in that. The centre of gravity just shifts. What can I really do, what 
do I really need and what can I do without to help this One [Corporation A] ...” (GM 1, 
Year 1) 
 186 
Therefore the phrase ‘One Corporation A’ and subgroups references to this phrase when 
conducting organisational activities was a continual demonstration of the shared 
acceptance by individual members of the need to achieve the corporation’s goals and 
effectiveness criteria, as well as the intention of the phrase ‘One Corporation A’ as being 
consistent with their own moral and material objectives. ‘One Corporation A’ is a 
demonstration of the contextualisation of the studies definition of the common good of 
the organisation, as stated by one manager:  “… so to me I believe in One [Corporation A] 
because it makes me feel better about the role that I do. I think the more we believe it 
internally, the more our clients will believe it as well” (Functional Manager 2, Year 1).  
Corporation B 
In comparison, the common good of the organisation within Corporation B appeared to 
be based on the organisation’s heritage, having started as a family-owned business. This 
was a phenomenon that had grown under the current CEO after the corporation having 
a succession of four CEOs in the two years prior to his appointment. This outcome had 
resulted in an ongoing decline in the corporation’s performance, with a number of 
middle managers leaving. As explained by the CEO, a strategic decision he made when 
appointed was to symbolise the importance of the corporation’s heritage in order to 
rebuild Corporation B’s collective intent and therefore improve alignment between 
internal activities: 
“I managed to find out one of the long-term [old Corporation B] CEOs called [CEO X] 
who I'd heard of but never met and approached [CEO X] and would you come and 
just help me from time to time. He offered to do it and didn't want to be renumerated 
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for it. He was just happy to pitch in and help his old firm … It was partly a message 
for me that I respected the heritage. There was a bit of a message in that, a very 
subtle one. But when [CEO X] first came in here and he walked—I didn't meet him 
downstairs—he'd walk around the floor and that gave him the opportunity to go and 
wander. People would say—you could see it—What's [CEO X] doing in here? He's 
talking to [our CEO].” 
Through this strategy a momentum built in attracting ex-senior managers and 
employees back to the corporation:  
“So I asked [CEO X] could he help me find a [x] manager and he did. It just happened 
to be an ex-[Corporation B] employee. But he offered also … not only to give me 
names of people who had worked at [old Corporation B] and—but he actually rang 
them up and encouraged them to come and talk to me. So it had the credibility of this 
guy supporting ...” 
Importantly, the CEO also explained what elements of the corporation’s heritage could 
help the organisation improve its performance: 
“I think [old Corporation B] had a reputation of being quite innovative and good 
solid people. Not too flashy. Not litigious. I think the culture—the style ... Get on with 
people. Don't try and find excuses when we've not performed. Fix it. A lot of get on 
with it, fix it and move on. Don't get precious about it and blame others. Just take a 
big leap.” 
Therefore, the strategy’s deliberate intent was to reinforce that it was a good 
organisation based on a heritage of achieving positive outcomes by working together in 
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the interests of the corporation. This approach not only improved operational 
performance but also created a sense of belonging among members and subgroups to a 
corporation that supported them and their ongoing interests. Its implementation began 
two years prior to the research commencing and was making a positive impact on the 
organisation through the ongoing achievement of Corporation’s B goals and 
effectiveness criteria, demonstrated in the following interview statements:  
“I think we went through a couple of bad years, that was about when I left, there was 
a lot of experience in the company that all of a sudden went, and that sort of changed 
my opinion a little bit, but being back for the last 1½ years, I think we’re back nearly 
to where we were, I think we have a lot of experience. A lot of people have come back; 
a lot of people did leave the company but they’re now back with the company again 
and it’s going really well.” (Project Manager 1) 
“… I didn’t think I could enjoy a job so much at this late stage in my career.  It’s been 
a bit of a breath of fresh air.  In fact a lot of contemporaries in the industry have said 
to me—and people that visit as both [suppliers] and clients and even friends that I’ve 
worked with elsewhere in other organisations—basically [Corporation B] at this 
stage is a pretty exciting place to work.” (EGM 4 who had re-joined the corporation 
after spending in excess of 10 years working for competitors). 
During the period of research it was quite common to meet employees, including 
equipment operators, maintenance staff and supervisors as well as managers, who had 
re-joined Corporation B. This rejuvenated attachment to the corporation’s heritage, 
which was also reinforced in documents such as induction booklets, newsletters, 
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training material (both technical and behavioural), as well as a comprehensive coffee-
table book detailing the Corporation B’s history which contained a number of photos 
which were replicated in various corporate offices. At events such as management 
meetings, employee conferences and formal social functions different senior managers 
referred to the corporation’s heritage, which often included presentations of employee 
employment service awards. These activities continued to reinforce the need at all 
locations for a collective attachment to and ongoing focus on the overall success of 
Corporation B, therefore improving the integration of activities between subgroups, be 
it different business units and/or corporate functions. As stated by Project Manager 1:  
“I think most people are proud of who they work for, they feel part of a team now, as 
a whole business, not so much even [Project Y]. They don’t work for [Corporation B 
Project Y], they work for [Corporation B].”  
From the CEO’s perspective this change was also noticeable: 
“I'd probably describe it as not quite integrated. But compared to three years ago 
where it was very silo-based and that's from the executive down. I would say today 
it's probably somewhere in the order of 60 per cent to 70 per cent integrated...”  
The statement reinforced the noticeable perception within the organisation that 
alignment of activities between subgroups had significantly improved. This was 
attributed by a range of members, either at project level or senior management, to an 
increased sense of collective pride in Corporation B, demonstrated by its achievement in 
winning and delivering large mining projects over the last 5 years.  
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4.6.2 Status Function and Rules 
As the common good of the organisation is an organisational-level construct I examined 
both corporations’ management systems to determine their role and impact. These in-
house management systems not only contained the corporations’ internal decision-
making processes for all activities, including delegation of authorities, they also 
formalised communication processes through either corporate correspondence, such as 
project reports, and/or established meeting schedules between members and 
subgroups. An analysis of these systems and their application by subgroups identified 
that they were not only dynamic, with elements such as policies, procedures and related 
documents constantly being reviewed, modified and updated, but also acted to provide a 
consistent approach for conducting activities. The management systems of both 
corporations also served as a repository of the history of activities within completed 
projects or corporate events. A review of specific documents within both corporations’ 
management system identified formal requirements for the structure and submission of 
reports, meetings formats, required attendees, meeting timetables and other forms of 
communication. Policies and procedures contained each corporation’s moral-based 
goals for the conduct of behaviour. It was also noted that when comparing data for 
effectiveness with data for ineffectiveness in each corporation that the application of 
and collaboration to improve components of each corporation’s management system 
were dependent on a strong working relationship between subgroups therefore 
demonstrating the presence of the common good of the organisation. An example of this 
requirement is the approach adopted by GM 2, Corporation B, who was responsible for 
the organisation’s safety system: 
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“…if we were making any change to anything in our safety management system, 
unless all the regional safety managers and their superintendents or through their 
superintendents and the projects have actually signed off, then we don't change the 
procedure. So there is some ownership, now sure they don't always agree, but once 
we've got the majority of people who agree to a change we will then make that 
change and flow it out to the business.” 
He provided an example where one project’s initiative to improve a safety process by 
consolidating five documents into one was adopted within the system for 
organisational-wide application: 
“ ...[it was] a better process, so engaging in it and saying yeah, well if you're got a 
better process we'll change what we're doing, but let's get it on there, let's get the 
other managers to have a look at it, let's everybody sign off on it and then we'll 
implement.” 
Failure to establish and maintain strong working relationships was identified to delay or 
restrict changes within both corporations’ management systems; an outcome, which 
resulted in ineffectiveness:  
“… look I think there have been a few new processes come in which I think aren't too 
bad, I don't mind some of the processes but I think they weren't brought in very well. 
And I think it's the way they liaise with us, they just don't seem to be that supportive.  
I might be wrong but I just feel that operations is the way that [Corporation A] 
makes their money, they've got a role to make sure that we're doing the right thing 
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but fundamentally you think that they should be there to support operations, to get it 
done right.” (Project Manager 2, Corporation A) 
An example was then provided in the interview demonstrating this ineffectiveness of 
implementing a change without building relationships: 
“… if we've got issues or we need to get certain things done, rather than going to see 
a person or email a person, we now have about 25 email addresses which are called 
cost codes at [Corporation A], or HR Services [Corporation A] or Payroll at 
[Corporation A] or termination at [Corporation A], and that's who you email. And 
you say hello cost code, you know, and it's like … it feels like … it goes in a 
list.”(Project Manager 2, Corporation A) 
Therefore, due to a consistency in the corporation’s moral orientation being 
fundamental to ensuring an integrated application of the common good of the 
organisation, rather than as a silo-based subgroup defining its own common good, I 
found that the common good of the organisation was present when strong working 
relationships and a high level of application of the corporation’s management systems 
existed (including prescribed meetings and other forms of structured communication) 
which resulted in effectiveness criteria being achieved. This relationship is detailed in 
Figure 4.4. 
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Figure 4.4 Effectiveness, work relationships and management systems 
 
       
 
 
 
 
Figure 4.4 indicates the four potential outcomes between working relationships and the 
application of management systems identified in the data: 
Q1. Effectiveness is achieved between the activities of members and their subgroups 
through strong working relationships and high application of management 
systems. This outcome was identified as a demonstration of the common good of 
the organisation, often termed in discussions with members as ‘doing the right 
thing by the organisation’.  
Q2. This outcome was identified from management reports and management 
discussions as occurring in situations where there were strong relationships in 
the work group or with other parts of the corporation but a lack of compliance to 
management systems, leading to ineffective outcomes. This was often due to a 
focus on individual or work group interests rather than the corporation. 
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Q3.  This outcome occurred in situations of high adherence to management systems 
and weak working relationships. Data examples often indicated an emphasis on 
compliance rather than on building relationships, especially for the resolution of 
project-specific issues.  
Q4.  In situations of low application of management systems and weak working 
relationships it was found that corporate performance was severely affected, 
resulting in increased examples of ineffectiveness across a range of activities.   
This finding of the detrimental impact of a lack of integration between subgroups as 
detailed in Q2, Q3 and Q4 in Figure 4.4, was identified in the data of both corporations, 
be it at a business unit level, project level or functional level (e.g. IT, HR, Legal, 
Accounting). As mentioned, these situations contributed to ineffective outcomes due to 
the misalignment between disparate areas of the corporation. When considering why 
this occurred I identified in the data (especially through recorded observations and 
informal conversations) that the misalignment between members of the corporation 
arose when the moral orientation of the corporation was determined by the subgroup 
due to inconsistencies within the corporation in defining and reinforcing its 
effectiveness criteria. This resulted in the subgroup members defining effectiveness in 
the context of just their activities rather than in the context of the broader corporation. 
In situations where this was identified within the data the moral orientation theorised 
in section 2.7 existed but was applied within the subgroup, with interactions with other 
organisational groups being inconsistent with the corporation’s moral-based goals, 
resulting in ineffective outcomes. Therefore subgroups often defined their own 
effectiveness criteria to justify their behaviour, for example a project team or corporate 
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function. However, it was only in situations where the common good of the organisation 
was seen as an organisational construct, demonstrated through the presence of both 
strong working relationships and a high application of management systems (as shown 
in Figure 4.4), that effectiveness was achieved. 
Evidentiary support for this finding is provided in detail in section 5.4, where P3 is 
discussed: The stronger the common good of the organisation the higher the level 
effectiveness. However, the finding detailed in Figure 4.4 not only supports the existence 
of the common good of the organisation within both corporations but also provides an 
explanation as to how it may be identified and its impact on effectiveness through the 
alignment of financial and moral-based goals demonstrated within member activities. 
4.6.3 Summary: Common Good of the Organisation. 
Within both corporations the common good of the organisation construct was identified 
and contextualised. This finding was consistent with Searle’s (2005) description of a 
collective intentionality: 
1. The use of standard language in defining the term ‘One Corporation A’ and 
describing an attachment to Corporation B’s heritage was observed in numerous 
formal meetings and employee presentations. The application of standard 
language was also used to reinforce the need for members to integrate activities 
in order to contribute to the overall success of the corporation. 
2. Within meetings and employee presentations managers, ranging from the project 
level to the executive level, used their status functions (the recognised authority 
of their position within the organisation) to articulate their personal alignment to 
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the corporation’s goals. Therefore publicly demonstrating a shared acceptance of 
organisational goals being aligned to their own and others’ material and moral 
benefit, consistent with the definition of the common good of the organisation.  
3. The rules of each corporation, as detailed in their management system, were also 
identified in the data as acting as a guide and boundary for the alignment of 
employee activities to the common good of the organisation. This was especially 
prevalent in reviewing documented policies and procedures relating to meeting 
corporate requirements in HR, financial reporting and safety management as well 
as formalising meetings and the exchange of information between subgroups and 
individual members.  
Of note was the use of the moral orientation of the common good by senior management 
in both corporations in specific examples cited in the data that resulted in a consistency 
across activities relating to employee recognition as well as discipline when dealing 
with effective or ineffective outcomes. Action of this nature appears to be consistent 
with the theorised role of the organisation as a moral agent and the corporation’s moral 
orientation providing a boundary for the harmonisation of moral-based goals, financial 
goals and effectiveness, as discussed in section 2.7 and detailed in Figure 4.5 (previously 
presented as Figure 2.3). 
Figure 4.5 Boundary established by the moral orientation of a corporation 
 
 
Effectiveness 
Moral 
Orientation  
Moral- Based 
Goals 
Financial 
Goals 
 197 
The application of the common good of the organisation to align financial and moral-
based goals to achieve effectiveness was found to be dependent on strong working 
relationships and a high level of application of the corporation’s management system, as 
detailed in Figure 4.5. This finding is explored further in the analysis in Chapter 5. 
4.7 Conclusion 
As stated in section 4.1, the verification of constructs contained in the theoretical 
framework (Figure 4.1) was necessary to provide a foundation for the analysis of the 
three research propositions and provide context to any other findings consistent with 
the stated research questions. A thematic analysis of the data identified, defined and 
contextualised each construct within Corporation A and Corporation B.  Importantly, the 
defining of organisational effectiveness as consisting of four criteria provided an 
understanding of organisational ineffectiveness illustrated in examples where these 
criteria were not achieved within a particular financial year. This enabled examples of 
effectiveness and ineffectiveness from both corporations to be compared and analysed 
to identify potential explanations. These resulted in a more robust contextualisation of 
financial and moral-based goals, including the use of published value statements and 
financial reports. Effectiveness and goals can be distinguished based on their focus on 
external or internal outcomes, although both constructs were found to be dependent on 
each other for their achievement, resulting in explanations for  their relationship and 
how corporations need to achieve reciprocity 
 The defining of ineffectiveness was also critical in identifying the common good of the 
organisation as an organisational-level construct, as ineffective outcomes provided 
context to explain the purpose of the common good, contextualised in Corporation A to 
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break down perceived silos and in Corporation B to improve the integration of activities, 
so that effectiveness was achieved. The presence of the common good of the 
organisation was found to be dependent on both strong working relationships and a 
high application of management systems.   
These findings provide the foundation for the exploration of relationships within the 
theoretical framework through the three research propositions and the development of 
responses to the study’s two research questions, addressed in Chapters 5 and 6. 
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Chapter 5—Research Propositions 
5.1 Introduction 
As stated in Chapter 3, three research propositions were developed in section 2.10 to 
guide and limit the scope of the study (Yin, 2003) and also provide an educated guess as 
to potential findings, similar to the role of a hypothesis in an experiment (Baxter & Jack, 
2008). As shown in Figure 5.1, each proposition is sequentially positioned within the 
theoretical framework and states a defined relationship between specific constructs 
consistent with the dynamic nature of the theoretical framework.  
Figure 5.1 Positioning of research propositions 
 
 
 
 
 
 
The theoretical framework’s constructs within Corporation A and Corporation B were 
identified and contextualised in Chapter 4. This contextualisation provides the platform 
for these propositions to be supported or not supported.  
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This chapter commences by clarifying the specific terminology used to describe the 
relationship between the individual constructs stated in P1. A detailed analysis is then 
conducted to establish support for the proposition, including a discussion regarding the 
consistency or inconsistency with the theoretical concepts developed in Chapter 4. The 
findings are then summarised and their implications for the development of responses 
for the research questions are identified. This approach is then applied to P2 and P3.  
Emerging findings from this chapter are: 
1. P1 is not supported, as there is no evidence of misalignment between financial 
and moral-based goals contributing to ineffectiveness. Rather, consistent with the 
concept of harmonisation, misalignment between financial and moral-based goals 
resulting in ineffectiveness was found to be due to the non-fulfilment of the 
corporation’s moral-based goals due to an inconsistent application of the 
corporation’s moral orientation, resulting in siloed behaviour by members and 
their subgroups. 
2. P2 is supported as the common good of the organisation identified within both 
case organisations was found to have a positive relationship with the alignment of 
financial and moral-based goals. In situations of ineffectiveness this relationship 
was reversed, with weaker levels of the common good of the organisation being 
identified in situations of misalignment between subgroup activities resulting in 
financial and moral-based goals not being aligned. 
3. P3 is supported due to a positive relationship between the common good of the 
organisation and effectiveness. This is apparent in situations within both 
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corporations where there was a strong level of working relationships and a high 
application of management systems, reducing the misalignment between a 
subgroup’s activities, leading to the achievement of specific effectiveness criteria.   
The chapter concludes with a discussion on how the analysis of the three research 
propositions enhances construct verification and the understanding of construct 
relationships to support the study’s theoretical framework. Consideration for future 
research is also discussed. Findings are then summarised for consideration in 
developing responses to the study’s two research questions, addressed in Chapter 6. 
5.2 Proposition 1: The higher the level of misalignment between a corporation’s 
financial and moral-based goals the lower the level of effectiveness 
P1 contains three organisational-level constructs: financial goals, moral-based goals and 
effectiveness. It contains two sets of relationships and the differences within each 
relationship: 
1. Misalignment between financial and moral-based goals within a corporation. 
2. Misalignment between these types of goals results in lower levels of 
effectiveness. 
When considering P1 the data coded for effectiveness and ineffectiveness were 
examined and overlayed with the coding structure for financial and moral-based goals. I 
then analysed each example of effectiveness and ineffectiveness from transcribed 
interview data to identify if there was a relationship between these constructs and 
particular goals.  
 202 
Once a relationship had been identified I then correlated this finding with other data 
sources from both corporations, including related documents such as management 
reports and project reviews and informal discussions with participants. Consistent with 
a thematic-based approach I then consolidated the findings to look for common themes 
consistent with the stated proposition. 
All identified examples of organisational effectiveness and ineffectiveness could be 
aligned to one or more goals, be they either financial or moral-based. As detailed in 
Figure 5.2 (previously presented as Figure 4.2) and discussed in section 4.5 the 
effectiveness criteria for each corporation consisted of four criteria, with data coded for 
ineffectiveness demonstrating specific examples of one or more criteria not being meet 
in the unit of analysis (a financial year). The outcome of organisational ineffectiveness 
also demonstrates a particular goal and any secondary relationships with other stated 
goals not being achieved by the corporation in that financial year. 
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Figure 5.2 The primary relationships between Corporation A’s and Corporation 
B’s goals and effectiveness criteria  
 
 
 
In the majority of cases the outcome of effectiveness or ineffectiveness was attributed to 
a moral-based goal rather than a financial goal, with a few examples being a 
combination of both. All effectiveness criteria (financial budgets, safety targets, client 
relationships and project delivery) also incorporated the achievement of one or more 
organisational goals, either financial, moral-based or a combination of both. This led to a 
finding that there was an identifiable relationship between each corporation’s goals and 
the effectiveness of these organisations.  
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Corporation A and 
Corporation B 
Effectiveness Criteria 
 
 Financial Budgets 
 
 Safety Targets 
 
 Client Relationships 
 
 Project Delivery 
 204 
However, further analyses of the data led to P1 being not supported. Two main reasons 
were identified for this finding. Both relate to the stated relationship between the 
constructs contained in the proposition. 
The consequence stated in P1 is a lower level of effectiveness. This outcome was 
apparent when examining the data for ineffectiveness, and was identified in different 
levels of effectiveness ranging from the non-achievement of all criteria to the non-
achievement of only one. An example of this phenomena occurred in Corporation A in 
Year 1 where the organisation achieved safety targets (section 4.3.2, Table 4.3) and 
maintained client relationships (section 4.3.3, Table 4.4) despite not achieving their 
financial targets (section 4.3.1, Table 4.2) or delivering projects (section 4.3.4, Table 
4.5). A significant impact on these outcomes in Year 1 was the difficulties experienced in 
the delivery of three large projects. Despite this, within Corporation A, examples were 
identified of individual projects and business units achieving all four criteria of 
effectiveness in Year 1. As identified when examining informants’ references to these 
projects (during interviews and observation), as well as other data sources such as 
Advisory Board reports and monthly management reports, Corporation A was perceived 
by members as being less effective in Year 1, this resulted in the learning’s from these 
projects being incorporated into a range of activities across subgroups (training, 
tendering, management systems, and recruitment) in order to improve the achievement 
of effectiveness criteria, specifically project delivery and financial budgets, in  Years 2 
and 3.  
The concept of levels of effectiveness was also identified in Corporation B in Year 1. As 
detailed in Tables 4.3.1, 4.3.2, 4.3.3 and 4.3.4 despite Corporation B achieving its 
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financial and safety targets, as well as maintaining client relationships, the impact of 
difficulties in commencing a large project with a new client led to an internal perception 
that the corporation was less effective in Year 1. This position was reinforced when 
project documents, including management reports and email correspondence, were 
examined and when a wide range of activities, including the transfer of internal 
resources from within subgroups to improve the achievement of specific effectiveness 
criteria (specifically client relationships and project delivery) of Project X in Years 2 and 
3 were discussed with a number of senior managers. 
P1 also contains a negative impact on organisational effectiveness due to a 
misalignment between financial and moral-based goals. Within the data effectiveness 
was identified as an alignment between these types of goals; however, based on the 
finding in point 1 above, I reviewed examples of ineffectiveness to identify how 
misalignment occurs between financial and moral-based goals. From this analysis I was 
unable to identify that a greater misalignment between financial goals and moral-based 
goals resulted in increased ineffectiveness. Rather, a detailed analysis of all transcribed 
interviews and conference presentations from both corporations indicated that 
misalignment to moral-based goals was the major reason for organisational 
ineffectiveness Table 5.1 and Table 5.2 summarise the analysis of the relationship 
between incidents of ineffectiveness and it attribution to a goal, either financial or moral 
based. 
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Table 5.1 Corporation A: the relationship between ineffectiveness, financial goals and 
moral based goals 
Ineffectiveness attributed to 
 Financial 
Budgets 
Safety Targets Client 
Relationships 
Project 
Delivery 
Financial Goals Medium Low Low Low 
Moral Based 
Goals 
High Medium High High 
n=184.  Low 0-9, medium- 10- 25, high 25+ 
 
Table 5.2 Corporation B: the relationship between ineffectiveness, financial goals and 
moral based goals 
Ineffectiveness attributed to 
 Financial 
Budgets 
Safety Targets Client 
Relationships 
Project 
Delivery 
Financial Goals Low Low Low Low 
Moral Based 
Goals 
High Low Medium  High 
n= 130. Low 0-9, medium- 10- 25, high 25+ 
 
As shown in Table 5.1 and Table 5.2 within both corporations’ when examples of 
ineffectiveness were identified within the interview data there was a higher relationship 
between the non-achievement of moral based goals and that outcome, especially in the 
criteria of project delivery. This relationship was not identified between examples of 
ineffectiveness and financial goals.  The understanding of this finding was examined 
further when analysing data attributed to specific moral-based goals;  ‘Teamwork’ and 
‘Excellence’ in Corporation A and ‘Cooperation and Teamwork’ in Corporation B. An 
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example included the following explanation as to why a project manager had been 
ineffective in delivering a significant project, provided in an interview:  
“… we didn't do was develop the relationship with the client, instead he couldn't 
adapt his management style to meetings or circumstances, so he basically alienated 
himself with the client, alienated himself with key sub-contractors on the job, and 
what we ended up with is a lot of disputes. Now technically, he's probably one of the 
best in the company, he knows [the] building's background, he knew where every 
dollar was spent, program, he was able to demonstrate where all the delays 
occurred, so technically brilliant. But where it really bogged down was the 
relationship.” (Project Manager 1, Corporation A, interview, Year 1) 
Another example was the following explanation regarding the removal of the project 
manager and site manager from a major project: 
“… they basically wanted to form a silo and they felt that they—I think they had in 
their minds that it was going to be that we’ll ring you if we need a hand, but if we 
don’t call you just stay away … It was unique and I thought it was one of the causes 
for one of the big distress signs for [the CEO] and that team when I got here.  I mean 
these guys were losing the company a fortune.  It was just culture and attitude.” 
(EGM 4, Corporation B, interview, Year 1) 
This theme of the consequence of non-alignment by members and subgroups to the 
corporation’s moral-based goals resulting in the non-achievement of financial goals was 
further validated through a comparative review of examples of ineffectiveness. I 
conducted a specific review of incidents of failure that were documented in various 
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management reports, including monthly project reports, formal project reviews, 
executive papers and Advisory Board papers across both organisations. I then verified 
these findings through informal discussions with members involved, as well as with my 
own observations within both corporations. What I was able to determine was that 
when ineffective outcomes were formally presented, reviewed and discussed by 
managers in both case organisations issues and concerns were contextualised in the 
non-achievement of specific financial goals, such as profitability, contained in financial 
budgets. However, the development and implementation of corrective actions were 
based on addressing deficiencies in achieving moral-based goals. Such actions generally 
fell into one or a combination of three categories: replacement of management 
capability, inserting additional resources and/or imposing increased executive 
oversight. This led to the emergence of a finding that it is not the misalignment between 
financial and moral-based goals that results in ineffectiveness; rather it is the 
misalignment between the organisation’s moral-based goals and its internal activities by 
subgroups and their members. Misalignment appeared to arise in situations where the 
role accountability for financial-based goals, consistent with the hierarchy of the 
organisation, provided an environment for individuals or subgroups to justify the 
conduct their activities in a manner inconsistent with the organisation’s moral-based 
goals. For example the moral-based goals of ‘Teamwork’ in Corporation A and 
‘Cooperation and teamwork’ in Corporation B were not demonstrated when examples of 
ineffectiveness were identified due to a misalignment in activities between subgroups 
based at an individual project site and certain subgroups in corporate functions. These 
outcomes were identified in the data of both corporations as a demonstration of siloed 
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rather than integrated behaviour by members when conducting activities, as discussed 
in section 4.4 and which is elaborated on in the analysis of P3 (section 5.4). 
Further substantiating these two findings, levels of effectiveness and misalignment 
existed between financial goals and moral-based goals due to the non-achievement of 
moral-based goals between subgroups, I examined situations within both corporations 
where incidents of ineffectiveness (the failure to achieve one or more effectiveness 
criteria) were rectified.  Incidents of rectification were identified in the effectiveness 
data; referenced by informants in transcribed interviews and supported in formal 
documents such as management reports, project reports and employee presentations. 
One such example was provided by EGM 3, Corporation B, interviewed in Year 1, when 
he explained how members turned an unprofitable project into a flagship project for the 
organisation: 
“… even though we weren't making money on that job at the time, we had a very 
good relationship with the client in terms of we continued to work with them, we 
kept saying well these are our problems, this is what we're doing and by the way it 
would be good if you could help us with these things … We sat down with them and … 
said look to work for us, we would need to fix and variable contract [sic], that's how 
we would see it work, and … the KPIs would be based on our performance. They said 
to us that we were very aligned in our safety culture and the way we did business, the 
way we were open and transparent and all that sort of stuff … we spent weeks 
understanding the KPIs with the client, it was all joint workshops, working out what 
are the KPIs … and then we did a whole range of risk workshops which were what's 
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in and what's out, what's your accountability, what's joint accountability, how do we 
jointly drive a different outcome.” 
This resulted in the project often being referenced within in employee presentations 
and externally to other stakeholders through marketing-related material, as a 
demonstration of the corporation’s effectiveness based on the fulfilment of its moral-
based goals. 
Another example was the approach adopted by Corporation A in responding to the 
failure of a sub-contractor to deliver work on a major project. As explained by one 
Project Manager, the corporation accepted accountability for the issue as being morally 
the right thing to do: 
“… well we have to fix it, to continue our relationship so my engineering team spent a 
lot of time in getting resources from other contractors and people we knew, to come 
in and complete the work. My engineering team out there put a lot of hours into 
monitoring and making sure that the process went … and then in the subsequent 
year I think we restored a lot of our reputation with the client. We've had our rates 
renewed which didn't go out to tender, and we were thinking that they would, come 
middle of this year. But they were happy to re-negotiate and we put an increase in 
and they were happy to accept that quote. So I think that for us meant a lot…” 
(Project Manager 2, interview, Year 1) 
The resolution of this issue and extension of the contract was further discussed with 
members involved in the project who verified the moral basis for the corporation’s 
approach to this matter. Of interest is that the incident was also promoted within 
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Corporation A, in specific employee presentations by senior managers, demonstrating 
how to satisfy the criteria of maintaining client relationships and project delivery. This 
was despite the project incurring additional financial cost to resolve the issue.  
Overall, a review of specific incidents of ineffectiveness, due to one or more criteria not 
being meet in a financial year, and various actions to rectify these situations within both 
corporations resulted in the finding that P1 could not be supported. This was due to the 
finding that harmonisation, as theorised in section 2.5 and detailed in Figure 2.2, 
Diagram 2, was the demonstrated approach adopted by subgroups and members to 
resolve the organisational paradox of aligning financial and moral-based goals to 
achieve effectiveness. In addressing incidents of failing to achieve effectiveness criteria 
it was apparent that a rationale applied by members and their subgroups was that it 
was morally the right thing to do for the corporation. This included actions to reduce 
overheads to achieve financial budgets, responding to safety incidents or safety risks, 
managing negative feedback from clients and remanning projects that were at risk of 
not fulfilling contract requirements, such as construction and productivity KPIs. It was 
observed that actions to address ineffectiveness included removing individual members 
and/or restructuring accountabilities between subgroups to improve the integration of 
activities consistent with the corporation’s moral-based goals, with the objective that 
the effectiveness criteria would be achieved in the next financial year. Subsequently, in 
examining actions of rectification and contributory factors the construct of the common 
good of the organisation and its impact was identified. This finding is elaborated on 
further in the discussion on P2 and P3. 
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In summary, P1 was developed on a perception I had developed, reinforced by various 
researchers, for example Mishina et al., (2010), that a potential misalignment exists in 
the achievement of both financial and moral-based goals; the greater this misalignment 
the lower the level of organisational effectiveness. This formed a major component of 
the study’s organisational paradox. While it was identified that there is a relationship 
between financial and moral-based goals and effectiveness, the stated relationship 
within P1 was not supported. Instead of a conflict existing between types of goals, the 
achievement or non-achievement of moral-based goals, had a similar impact on financial 
goals and effectiveness. This demonstrates that moral-based goals do act to harmonise 
these two constructs. A lack of harmonisation resulted in the risk of increasing 
ineffective outcomes due to siloed behaviour by members within disparate subgroups. 
This relationship based on harmonisation is also consistent with the dynamic nature of 
the theoretical framework as theorised in section 2.10 and is discussed finding further 
in Chapter 6. 
5.3 Proposition 2: The stronger the common good of the organisation the higher 
the level of alignment between financial and moral-based goals 
This proposition states that a symbiotic relationship between the three constructs is an 
outcome of the level of the common good within an organisation. The symbiotic 
relationship is reflected in the dual directions of the arrows between these three 
constructs in the theoretical framework, detailed in Figure 2.4 and discussed in Section 
2.10 as demonstrating reciprocal causality between the three constructs.  
I commenced an examination of P2 by cross-coding transcribed statements coded for 
the common good of the organisation identified in interviews and transcribed 
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conference presentations in both corporations with data which identified moral-based 
goals and financial goals. In order to identify the construct of the common good of the 
organisation within the data, three elements were categorised, examples of the 
corporations collective intent (language, status function and rules), statements that 
demonstrated an alignment between the informants goals to the corporations goals and 
statements that indicated a personal attachment to the corporation. This categorisation 
allowed for a more detailed understanding of the relationship between the constructs 
contained in P.2. Table 5.3 and Table 5.4 details the findings from this analysis 
Table 5.3 Corporation A: the relationship between the common good of the 
organisation, financial goals and moral based goals 
Common Good of the Organisation 
 Collective 
Intentionality 
Alignment between 
an individual and 
corporation goals 
Personal 
attachment to the 
corporation  
Financial Goals Low Low Low 
Moral Based Goals High High High 
n= 128. Low 0-9, medium- 10- 25, high 25+ 
Table 5.4 Corporation B: the relationship between the common good of the 
organisation, financial goals and moral based goals 
Common Good of the Organisation 
 Collective 
Intentionality 
Alignment between 
an individual and 
corporation goals 
Personal 
attachment to the 
corporation  
Financial Goals Low Low Low 
Moral Based Goals High High High 
n= 117. Low 0-9, medium- 10- 25, high 25+ 
 
As shown in Table 5.3 and Table 5.4 the common good of the organisation was identified 
within the data for both financial and moral based goals. A high relationship was 
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established between each corporation’s collective intent and the achievement of moral 
based goals as well as a high relationship between each corporation’s moral based goals 
and the identification of both alignment to the individual’s goals and the personal 
attachment to the corporation. This relationship was not identified for financial goals. 
The outcome of is analysis when compared to other data sources resulted in the first 
finding that if a financial goal was identified in a demonstration of the common good of 
the organisation it was also associated with the achievement of moral-based goals. An 
example of this association between the common good of the organisation and financial 
goals through the achievement of moral-based goals is the statement provided by one 
GM, reflecting on his perception of the existence of loyalty by employees: 
“.. a lot of that was the way they came into the company, there’s a number of people 
who came in as students, then graduates, project engineers and they were given 
opportunities, and they were placed with good managers who mentored and helped 
them, and guided them. I suppose it was a very good place to work in the early days, 
there was a lot of money being earned by the company, good times.” (GM3, 
Corporation A, interview, Year 1) 
Therefore, financial success was associated with an environment which demonstrated 
the achievement of Corporation A’s moral-based goals. This finding appeared to be 
consistent with one of the outcomes in P1, that moral-based goals harmonise financial 
goals. As explained in section 2.8, the common good of the organisation is a moral-based 
concept so no examples of the common good of the organisation occurring due to 
financial goals was not surprising. The alignment of the common good of the 
organisation and moral-based goals therefore was substantiated within the transcribed 
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data and reaffirmed in the examination of published documents (including annual 
reviews, newsletters and executive presentations available on intranets) reporting the 
activities of both corporations in Years 1, 2 and 3. Within these documents moral 
vocabulary was contained in statements reinforcing specific internal activities that 
occurred throughout Years 1, 2 and 3 that were consistent with the stated values of the 
corporation. These included individual project milestones supporting clients and/or 
communities, organisational-wide initiatives promoting employee health and safety 
programs and recognition of individual employees who displayed performance or 
initiatives consistent with a stated value. This messaging continued to reinforce both 
corporations as being moral agents that not only articulated but also continued to 
determine appropriate behaviours associated with their brand in the market place, 
especially in recruitment-orientated material (project and position advertisements) and 
new employee documentation. These documented demonstrations of the alignment of 
the common good of the organisation with moral-based goals through internal and 
external activities was consistent with each corporation’s role as a moral agent as 
theorised in section 2.6—a theme that is also discussed further in Chapter 6. I then 
examined the relationship between the common good of the organisation and financial 
goals. 
The impact of the common good of the organisation on the degree of alignment between 
financial goals and moral- based goals was demonstrated in observed management and 
project meetings in both companies, especially in the ability to utilise the organisation’s 
collective resources to achieve financial goals. This outcome is consistent with the 
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definition of the common good of the organisation reinforced by Project Manager 1, 
Corporation A, in Year 1, in his rationale for the concept of ‘One Corporation A’.  
“…suppose that's where One [Corporation A] started, and then it was a case of you 
know, well what we are working for [Corporation A], we're not working for 
[Corporation A] business unit 1 or [Corporation A] business unit 2, we need to start 
thinking about the best things for the company. If our division makes our margin, 
and all the rest are losing, but we could have helped them to make money, then what 
good are any of us you know?” 
The application of the common good of the organisation in assisting both corporations 
to achieve their financial goals was especially prevalent when discussions were held to 
resolve any issues at a project level given that all revenue came from projects. As 
explained by the CEO of Corporation A, in his interview conducted in Year 1: 
“… the One [Corporation A] is not just about self-serving of corporate need, it's about 
what's best for the company. So that's the One [Corporation A], so if it means that 
somebody who works in the finance team and a project is under duress and he needs 
to get in there and support that, and he does that.” 
This ‘best for business’ approach was a theme that emerged from a specific review of 
management reports in both corporations on projects and business units that did not 
achieve their financial goals. A standard documented, as well as observed, response in 
both corporations when addressing any concerns about achieving effectiveness was to 
draw on resources from another part of the organisation, be it at a project or corporate 
level. This resource would be often be given accountability to address a range of issues, 
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in project delivery, client relationships and/or safety, in order to improve a project’s 
financial result. Resistance to this action, by the particular manager or subgroup, was 
often viewed, within both corporations by a range of employees as being self-serving 
rather than doing what is right for the organisation. Members and their subgroups, as 
discussed previously, identified such outcomes as being siloed rather integrated 
behaviour. As articulated by one manager “… to be honest, just lose the agendas and if we 
all have a common purpose and the common purpose is we're going to do what's right for 
the business as a whole, rather than just my business…” (Functional Manager 1, 
Corporation B, interview, Year 1). 
The impact of the common good of the organisation was also observed in discussions 
relating to tendering activities; a view strongly articulated by the CEO, Corporation A, 
when interviewed in Year 1: 
“… let's take the context of a general manager [who] really wanted to do a particular 
kind of job, the One [Corporation A] for me would be, hey he really wants to chase a 
job in the [x] sector, he hasn't got the capability within his business unit, but there is 
capability within the business. The organisation will come together and rally behind 
him and say look, you haven't got it but we've got it, let's get together, let's deliver it, 
we can actually put up a case that we have the capability, so One [Corporation A] has 
kicked in, we're able to put a team together and so the flip side to that would be, he 
really wants the job, the capability doesn't exist within his business unit or the 
business but hey that doesn't matter because I'm still going to go get the job because 
I want the job, it's important for me to do this job. And that's something which is not 
just not One [Corporation A], it's selfish.” 
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Therefore not only did the common good of the organisation identified in the data have 
a relationship with financial and moral-based goals, but it was also present in their 
alignment. This appeared to be consistent with the previously cited comments of the 
CEOs of both companies in section 4.6.1, when verifying the common good of the 
organisation as a construct, that it was necessary to increase organisational integration 
and breakdown internal silos. As clarified by Project Manager 1, in Corporation B, in 
Year 1 to the question: 
“… what do you mean by “do the right thing”? Oh I think we’re one company, we’re 
[Corporation B] and we need to try and help each other, there’s no doubt about that, 
we need to try to put the right people in the right place.” 
This response was expanded by the project team when discussing the transfer, of 
equipment management capability to another project in another business unit, which 
was underperforming (pers. comm. onsite discussions, year 1). While this transfer of 
capability placed the project manager and his team under operational duress, due to the 
difficulty of finding a replacement, it was seen as the right thing to do as it benefited the 
whole corporation. 
In order to further validate these findings of the positive impact of the common good of 
the organisation on aligning financial and moral-based goals, I examined documents and 
processes specifically targeting new members of each corporation. My reason for this 
approach was twofold. Firstly, during the period of the study both corporations had 
experienced an increase in employee numbers and revenue as their respective markets 
went through a growth phase, driven by an significant increase in client capital 
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investment programs. Secondly, due to this increase in the market, competition for 
technical capability was increasing, with the ability to attract and retain capability being 
a significant issue within both organisations. Based on these two external factors—the 
increase in new members and competition to attract and retain capability—I had 
expected to identify a decrease in the impact of the common good of the organisation on 
the alignment of goals as a result of the influence of longer serving members 
demonstrating a high level of the common good of the organisation being either diluted 
or new members not being aligned to the corporation’s goals. The data were not 
consistent with this expectation. A review of documents relating to recruitment 
processes, induction procedures as well as observations of new member engagement 
activities both at a corporate and project level in both corporations identified an 
association between the common good of the organisation and financial and moral-
based goals. Specific examples include the incorporation of each corporation’s value 
statements, containing their moral-based goals, to position advertisements, interview 
guides, appointment documents and employee evaluation procedures.  New employee 
events, such as site inductions, corporate inductions and training activities, included 
segments relating to the corporation’s financial performance, its history and future 
strategies, either at a business unit or corporate level. Presentations to new members 
involved longer-serving managers who discussed not only their experience (often 
project-specific), but also a positive attachment to the corporation. Therefore these 
corporate documents and events specifically relating to new members endeavoured to 
demonstrate a high level of alignment between the common good of the organisation 
and financial and moral-based goals.  
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In summary, P2 was supported. As shown within the data there was a direct 
relationship between the common good of the organisation construct and both moral-
based and financial goals. This relationship supported the correlation contained in the 
proposition—a stronger level of the common good of the organisation increased the 
level of alignment between these types of goals due to its impact on increasing 
organisational integration through employees’ willingness to do the right thing for the 
corporation. This is consistent with the reciprocal causality between these constructs 
detailed in Figure 2.4. Reciprocal causality was identified in examples of a weaker level 
of the common good of the organisation indicated the decreased alignment to moral-
based goals, such as ‘Co-operation and Teamwork’ in Corporation B or ‘Teamwork’ and 
‘Pride’ in Corporation A. This outcome was often described in the data as being silo-
driven, demonstrating ineffectiveness through a lower integration of internal activities, 
a theme that is expanded on in the next section. Importantly, the findings from P2 
provide a context for the development of a response to the research question: How are 
financial and moral-based goals aligned to achieve the effectiveness of a corporation? This 
is discussed further in Chapter 6. 
5.4 Proposition 3: The stronger the common good of the organisation the higher 
the level of effectiveness 
As detailed in Table 4.1 organisational effectiveness consisted of four criteria identified 
in Corporation A and Corporation B. Ineffectiveness—the non-achievement of one or 
more criteria—was identified as occurring in a financial year. I commenced an 
exploration of P3 by examining the data for effectiveness and ineffectiveness in order to 
understand the relationship between the common good of the organisation and these 
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constructs. By comparing both effectiveness and ineffectiveness I would be able to 
identify any consistent factors that could be attributed to the presence of, or decrease in, 
the common good of the organisation within both corporations. 
In order to identify the relationship between the common good of the organisation and 
organisational effectiveness I cross-coded transcribed examples of these two constructs 
from interviews and conference presentations for both corporations. The first findings 
that emerged were the medium to high presence of examples of the common good of the 
organisation in effectiveness data in Corporation A (Table 5.5) and Corporation B (Table 
5.6). This indicated a positive relationship between these two constructs. 
Table 5.5 Corporation A- the relationship between the common good of the organisation 
and effectiveness criteria 
Effectiveness Criteria 
 Financial 
Budgets 
Safety Targets Client 
Relationships 
Project 
Delivery 
Common Good 
of the 
Organisation 
Medium Medium High  High 
n= 102. Low 0-9, medium- 10- 25, high 25+ 
Table 5.6 Corporation B- the relationship between the common good of the organisation 
and effectiveness criteria 
Effectiveness Criteria 
 Financial 
Budgets 
Safety Targets Client 
Relationships 
Project 
Delivery 
Common Good 
of the 
Organisation 
Medium Medium Medium  High 
n= 80. Low 0-9, medium- 10- 25, high 25+ 
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As discussed in P2, examples of the common good of the organisation (transcribed, 
documented and observed) demonstrated a high level of alignment between financial 
and moral-based goals. This positive relationship between the common good of the 
organisation and effectiveness within both corporations was consistent. An example of 
this relationship was the response from Corporation A’s CEO when asked to identify a 
good project:  
“….a good project comes to mind, is (Project Z). I think the outcome delivery was 
good, safety was good, financial performance was good, client satisfaction was good, 
the people on the job were a team, you could sense it when you walked on there, they 
gelled, they worked together. The job got finished ahead of time, we saved the client a 
lot of money, it just had a really good feel to it. And when they had problems, they 
kind of collected and resolved it, they didn't start blaming each other …” (CEO, 
Corporation A, interview, Year 1) 
Project Z was cited often within Corporation A as a demonstration of the organisation 
being highly effective. Other organisational outcomes were documented in Corporation 
A’s annual reviews, published in each year of the research, reinforcing examples of 
higher levels of effectiveness in each specific criterion. Similar examples of higher levels 
of effectiveness for each criterion were also identified within Corporation B, 
communicated through internal newsletters and Sustainability Reports, published 
annually. As stated by EGM 1, Corporation B, when interviewed in Year 1, Corporation B 
had: 
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 “… gone from a place where a lot of the indicators for a business were pretty poor to 
one where, for a contracting business if you're doing all this stuff and you've got a 
good healthy order book and you're doing the right thing by your people and all 
those kind of things, one from which was a fairly ordinary state to one which is a 
pretty good state.” 
He then clarified an example as to why Corporation B continued to achieve effectiveness 
by citing Project W as an outstanding project:  
“The project that I always look forward to reviewing each month is actually the … 
project [W] in [Business Unit].  A few reasons for that.  One, it's a project that clearly 
has its shit together so it shows you how things can be done and could be done and 
should be done.  It's a project where the team there appear to really know what 
they're doing … It comes through in a few different ways.  It comes through in the 
performance against the KPIs, it comes through in their financial performance, it 
comes through in their commercial/contractual performance and that they very 
rarely have any issues that have to be dealt with, it comes through in feedback that 
you get from the client which is typically good.  That doesn't necessarily always get 
communicated in the monthly reviews.  It can be through other means.  They are also 
perennial winners of performance awards and values awards …” 
This statement also illustrates the use of internal recognition programs, such as the 
Values Awards in Corporation B and Safety is My Way program in Corporation A, to 
acknowledge the achievement of specific effectiveness criteria, be it exceeding financial 
budgets, improving safety performance, being recognised by clients or delivering a 
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project ahead of program.  Therefore a positive relationship between the common good 
of the organisation and effectiveness was identified within the data of both 
corporations.  
 A second finding was the presence of a dependency between the application of 
management systems and working relationships, as discussed in section 4.6. This was 
apparent when I cross-coded the data between effectiveness and the common good of 
the organisation. This offered a potential explanation as to the impact the common good 
of the organisation had on reducing incidents of ineffectiveness. In order to validate this 
finding I clarified the term ‘management systems’ within both case organisations. Both 
corporations had established and maintained their own policies, procedures, templates 
and archived data on an organisational-specific intranet. This intranet was accessible by 
employees with accountability for its various components residing with dedicated 
functional and operational management groups. The documents contained on the 
intranet were dynamic, open to modification, and had the objective of providing a 
corporate standard for a defined topic to be applied where and when that topic was 
present in the corporation, for example letters of appointment, workplace behaviour 
policies, safety procedures, project plan template, financial reporting templates and 
subcontract templates. While these systems had their own internal brand, they were 
referred to in discussions with employees as the organisation’s ‘management system’. 
However, it was also observed that both corporations’ management system also 
incorporated a schedule of meetings for the formal communication and review of 
internal activities, such as tender reviews, project reviews, department meetings, site 
meetings and client meetings. These meetings were often conducted within a formal 
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calendar of activities, scheduled either daily, weekly, monthly or quarterly, to ensure 
key managers and other relevant personal attended. Therefore the term ‘management 
system’ included organisational documents as well as a formal schedule of meetings and 
communication within each corporation. This provided a structure for managing 
activities and standards to achieve consistency across operations within both 
corporations.  
Project Manager 1 (who had over 10 years of service in Corporation B) explained the 
benefit of having a formalised management system in an interview in Year 1: 
“I think what makes my job easier is the systems that the corporation has, it’s a lot 
better than a lot of other companies that don’t have the systems we have, the systems 
bring people together, the systems make everybody’s jobs easier, tells you what 
you’ve got to do.” 
He then reinforced the systems application in increasing cooperation and teamwork to 
achieve effectiveness in the conduct of the daily project meetings. These meetings were 
conducted on projects within Corporation B with the purpose of reviewing work 
activities according to the approved project plans, incorporating contracted financial 
and non-financial KPIs, such as safety, environment and operational performance. As 
stated in the same interview, Project Manager 1’s view was: 
“That to me is the most important part of all of our day, there’s not anything more 
important than all of us knowing exactly what each other is doing and what 
direction we need to go in, in every department, so we don’t just sit here and talk 
about ... everybody is here when we talk about safety, everybody is here when we talk 
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about training, everybody is here when we talk about commercial, so the whole team 
is more or less sitting here and going through every single part of the problem, and 
what we’re doing well and what we’re not doing well and having input into trying to 
help each department, I think that’s important and I think that’s what probably pulls 
everybody together. “ 
This statement is an example of a common theme that appeared in Corporation B’s data 
set, where effectiveness occurred through the combination of high compliance to 
management systems, including meetings and reporting procedures, and the presence 
of strong working relationships. This outcome was also observed in Corporation A when 
I attended different projects and observed meetings both onsite and in corporate offices. 
However, when I reviewed examples of ineffectiveness within both corporations two 
themes emerged. In particular, instances of ineffectiveness were attributed to: 1) non-
adherence to the corporation’s management systems, and/or 2) a deterioration in 
working relationships. I then examined this relationship through the model developed 
in Figure 4.5 (replicated as Figure 5.3 below) as this provided a framework to explain 
the interaction between these elements and the relationship between the greater good 
of a corporation and its effectiveness. 
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Figure 5.3 Effectiveness, work relationships and management systems 
 
 
Figure 5.3, as explained in section 4.6, indicates four potential outcomes (Q1, Q2, Q3 and 
Q4) between working relationships and the application of management systems. I then 
examined the data for examples of effectiveness or ineffectiveness compared to these 
outcomes.    
An example provided of Q4 occurred in Corporation A in the first year of the research. 
As explained by the CEO when interviewed in Year 1, a project opportunity had been 
pursued by a former business unit GM who was: 
“… more interested in doing a job that he thought was pretty exciting … we didn't 
have the capability and so the first thing we did was go out and employ a project 
manager not known to the company, known to the individual but assessed 
inappropriately albeit he had worked with this project manager before in a totally 
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different context, he totally misunderstood the guy's capability and additionally he 
just wasn't a fit for the company …” 
The winning of this project resulted in all four criteria of effectiveness not being met and 
the financial performance of Corporation A being severely impacted in Year 1 and Year 
2. Documented internal reports reviewing the project identified low adherence to the 
corporation’s reporting processes and safety systems, as well as low relationships both 
with clients and internally within the organisation. As reflected in the interview, 
conducted in Year 1, with GM2 when discussing this project: 
I was concerned about where this job was going, this was October last year and I said 
look I really want to go up there and do a review of the project … And he got very 
defensive about it and said the project team is really busy, they don't have time for 
you up there, and you need to leave them alone and go and do it in January; we ended 
up with getting a little bit upset with each other because I felt he was stonewalling 
but we as an executive team then allowed it to happen, the failure was on our part, 
not his part. And that's one of the lessons that we've learnt. That sort of behaviour we 
just won't accept in the business.” 
Of interest is his closing comment that the failure of this outcome rested with the 
corporation for letting this situation occur. This was a theme in both corporations that 
the application of management systems and strength of working relationships, be they 
Q1 or Q4, were organisational accountabilities. An example of this corporate 
accountability was the achievement of the criteria of safety targets.  
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 A review of safety incident reports from both corporations, along with clarifying 
discussions both at a project level and with corporate managers, indicated that an 
incident at site regardless of its severity was preventable if the corporation’s safety 
processes, as detailed in their management system, had of been adhered to. Of interest, 
however, was that in a majority of cases appropriate procedures had been followed and 
safety documents completed but due to a breakdown in communication between 
members within a work area they had not prevented the incident occurring (Q3). The 
outcome often resulted in some form of disciplinary action of those members involved, 
including their managers, and a review of safety procedures and related documents, 
with document modification occurring in some cases for organisational-wide 
application. When comparing these incidents to projects and business units with 
outstanding safety performance (having no incident or injury for at least 6 months), in 
both corporations work relationships were very strong and adherence to the 
corporations’ safety systems was also high, demonstrating a stronger presence of the 
common good of the organisation consistent with Q1 in Figure 5.3. This differed to 
individual projects and business units with a lower safety performance due to actions 
consistent with Q2, Q3 and Q4 of Figure 5.3. This finding was consistent with a comment 
made by Corporation A’s GM 1, who had in excess of 15 years of service, when 
interviewed in Year 1. His view was that work relationships are still critical despite the 
evolution of systems as Corporation A has grown: 
 “I now rely on our system to manage it but I do know that our system supports 
people … I don't think there is ever going to be a perfect system. I think it always 
comes back to the people in a good system. “ 
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The statement “people in a good system” was then clarified:  
“… It means the information [is] accurate, the information [is] in line with your value 
set, the information is … you trust someone therefore the information that they're 
providing, it's been thought of, it's represented in a manner that is digestible …” 
This comment appears to reinforce the relationship between the common good of the 
organisation and effectiveness contained in P3. In order to explore his statement of 
people in a good system further I conducted a review of management reports in both 
companies on projects that had failed to achieve specific effectiveness criteria in a 
financial year and discussed these projects and their outcomes with a range of senior 
managers from different subgroups. This activity identified that there was   surprise and 
frustration by these senior managers due to their belief that if the information being 
reported from the project was accurate they and the corporation could have utilised 
additional resources or taken faster corrective actions to improve the project’s 
achievement of a specific criterion (Q2). The inaccuracy of information supplied was 
often not allocated to just a weakness in the corporation’s management system but a 
lack of consideration by specific members and subgroups of the corporation’s interests. 
Within Corporation A this outcome was viewed as being inconsistent with the One 
Corporation A philosophy, identified as contextualising the common good of the 
organisation.  The perception of a lack of trust in the information was also identified in 
the term ‘care factor’, a phrase that often appeared in management presentations and 
individual discussions with employees within Corporation B. Its meaning was described 
by EGM 3, Corporation B, when interviewed in Year 1:  
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“… I put it down to what I call a care factor. Most people wanted to see it work. Most 
people had an affinity with the business … It's people that have an over-riding moral 
view that they are here to do the right thing, for not only themselves but for the 
organisation. And I will just about guarantee everyone in my direct team has a 
reasonable, what I call a care factor.” 
Therefore in Corporation B the term ‘care factor’ is consistent with the contextualising 
of the common good of the organisation. Comments relating to individuals not caring 
(Corporation B) or displaying low trust (Corporation A) were often provided as 
explanations by business unit managers when reviewing underperforming projects over 
the three years of the study. This theme demonstrated a weaker presence of the 
common good of the organisation as a contributing factor for increasing levels of 
ineffectiveness in that financial year. 
In summary, P3 “the stronger the common good of the organisation the greater levels of 
effectiveness” is supported. Increased levels of effectiveness were attributed to stronger 
demonstrations of the common good of the organisation within both corporations. The 
rationale for this outcome is based on the finding, which identified a positive 
relationship between strong working relationships and a high application of 
management systems, as detailed in Figure 5.3. Importantly, examples of effectiveness 
were often described in both companies as employee alignment with the interests of the 
organisation or, in situations of ineffectiveness, a failure to achieve this alignment. Of 
interest was that the accountability for these outcomes were viewed by employees as an 
organisational responsibility, rather than that of just an individual manager or work 
group. This view is consistent with the defining of the common good of the organisation 
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as an organisational-level construct. This is explored further in Chapter 6, through the 
development of a response to the research question: What is the relationship between 
the common good of an organisation and its effectiveness?  
5.5 Validation of Findings 
As detailed in section 3.8 a two-hour meeting was conducted individually with 
Corporation A and B CEO’s to discuss the findings from the analysis of data. This 
meeting included a formal presentation of the theoretical framework, construct 
definitions and specific models and frameworks explaining construct relationships 
detailed in Chapter 4 and 5. Feedback, including specific comments and observations, 
were recorded in a research diary. 
Firstly both CEO’s validated the effectiveness criteria, with the CEO Corporation A 
discussing his current challenge of positioning innovation as an effectiveness criterion 
rather than just a component of project delivery. Secondly the stated performance of 
their corporation to the achievement of each criterion within the stated financial year 
was agreed including the determination of those years when it had not been achieved, 
with CEO Corporation B reflecting on the challenges of project X in Year 1 but the 
success of that project in the years to date. Thirdly the concept of the corporation’s 
moral- based goals as those stated in their value statements was not only accepted but 
also embraced, with examples provided by both CEO’s as to the importance of these 
statements and their application within recent activities. This discussion therefore 
reaffirmed the finding that their corporate value statements were viewed as 
organisational goals. This lead to a presentation of the theoretical framework, 
discussion on the models detailing the harmonisation of moral- based and financial 
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goals and the elaboration of the concept of the common good of the organisation and its 
relationship to effectiveness of their corporations. The explanation of reciprocity 
existing between goals and effectiveness and the models detailed in Figure 4.2 and 4.3 
was also presented with positive feedback received from both CEO’s. The findings of the 
three research propositions were then discussed with both CEO’s drawing on recent 
activities and subsequent outcomes that supported these findings. For example the CEO 
of Corporation A reflected on how their management systems had significantly 
progressed over the years, increasing the alignment of internal working relationships 
and had lead to improving client relationships demonstrated in his view as the delivery 
of projects on time. He then used two recent projects as examples to elaborate this 
point, emphasising the importance of specific corporate language such as ‘one 
Corporation A’ and ‘best people to work with’ as also aligning internal activities to 
achieve effectiveness within these projects. This is consistent with the finding of P3 as it 
demonstrated the positive relationship between the common good of the organisation 
and its effectiveness. The findings of P1 and P2 were also strongly supported and 
consistent with the harmonisation of moral- based goals, financial goals and 
effectiveness. For example the CEO of Corporation B related to the findings of P1 and P2 
through a recent decision taken to resolve a long-standing employee benefit issue that 
resulted in a significant one-off cost to the organisation. This decision he justified as one 
taken voluntarily by the corporation and while having a negative financial impact was 
consistent with the organisations moral-based goal of integrity and ethical behaviour. 
Importantly the process of communicating this outcome to both current and past 
employees he viewed as a demonstration of the reinforcement of the corporation’s 
common good orientation and the ongoing achievement of its effectiveness criteria 
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especially project delivery. While discussing this example he continued to refer to the 
framed copy of the corporation’s value statement, which was prominently displayed, on 
his desk.  
The feedback from these meetings not only provided an opportunity to clarify findings 
but also discuss their pragmatic application. It was encouraging that both CEO’s utilised 
current examples contextualised within the ongoing activities of their corporation to 
demonstrate support for the relevance of the theoretical framework and stated 
construct relationships. Observations from these meetings are also incorporated into 
the opportunities for future research discussed in Chapter 6. 
5.6 Conclusion 
The three research propositions provided a guide to explore the theoretical framework 
based on an initial understanding of the relationship between constructs.  
In exploring P1, while it was established that a relationship existed between 
organisational goals and organisational effectiveness, the proposition was not 
supported due to moral-based goals having a harmonising effect on financial goals in 
order to achieve effectiveness. This outcome impacted on P2 and P3 as it provided the 
context to explore how the common good of the organisation aligns moral-based and 
financial goals and its relationship with effectiveness. Both P2 and P3 were supported 
due to the common good of the organisation being identified in the achievement of these 
goals, as well as its requirement for strong working relationships and a high level of 
application of management systems in order to decrease incidents of misalignment 
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between subgroup activities. This resulted in reducing the risk of ineffectiveness 
occurring in a financial year. 
Importantly, the exploration of the research propositions established not only the 
organisational nature of the stated constructs but also their interrelationship. This 
finding is consistent with the structure and dynamic nature of the study’s theoretical 
framework, as detailed in Figure 2.4. Therefore the theoretical framework and its 
elements provide a basis for future research into the topic of organisational 
effectiveness from a common good/moral-based goals approach.  Such an approach, 
while differing from other approaches to explain organisational effectiveness (e.g. goals, 
systems and resources; Cameron, 2010), may also be complementary in unifying these 
disparate explanations. This is due to the focus on the organisation’s moral orientation 
and the harmonisation of member’s activities as the fundamental starting point for any 
future research into this topic. I elaborate on this concept further when discussing 
opportunities for future research in Chapter 6. 
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Chapter 6—Research Questions and Conclusion 
 6.1 Introduction  
Having verified the theoretical framework’s constructs in Chapter 4 and examined the 
study’s three research propositions in Chapter 5, the findings from these chapters can 
now be consolidated to provide a response to the study’s two research questions: 
RQ1: How are financial and moral-based goals aligned to achieve the effectiveness of 
a corporation? 
RQ2: What is the relationship between the common good of an organisation and its 
effectiveness? 
Following the response to these questions a discussion of the study’s findings in relation 
to the theoretical framework and its contribution to building theory will be provided. 
The chapter then considers any potential avenues for further research, elaborating on 
the study’s limitations and clarifying the ethical standards applied when conducting the 
research. A concluding summary is then provided. 
6.2 Research Questions 
The study’s two research questions, as explained in section 2.10, are developed from the 
study’s theoretical framework as detailed in Figure 6.1 (previously presented as Figure 
2.4).  
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Figure 6.1 Theoretical Framework 
  
 
 
 
 
  
They are structured as either explanatory (how) or exploratory (what) to explore the 
relationship between individual constructs within the framework (Yin, 2009). It is 
intended that their responses will provide further understanding of the phenomenon 
defined in section 2.4 as an organisational paradox; effectiveness is achieved through 
the alignment of both financial and moral-based goals. Each question will now be 
address separately and then consolidate the responses into a summary. This summary 
will provide context for the consideration of the study’s contribution to theory and 
opportunities for future research. 
6.2.1 How are financial and moral-based goals aligned to achieve the effectiveness 
of a corporation? 
As I argued in section 4.5, financial and moral-based goals establish the corporation’s 
requirements for member behaviour and differ to a corporation’s effectiveness criteria, 
which reinforce stakeholder reputation. As discussed when examining P1 (section 5.2) 
the achievement of effectiveness was found to be due to both organisations’ members 
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and subgroups utilising moral-based goals to integrate subgroup activities in order to 
achieve their financial goals. The integration of activities is a demonstration of the 
harmonisation between moral-based goals, financial goals and effectiveness as detailed 
in Figure 6.2 (previously presented as Figure 2.3). This finding is consistent with the 
argument that the corporation is a moral agent, with a dominant moral orientation that 
acts as a boundary in the conduct of activities by its members, as discussed in sections 
2.6 and 2.7.  
Figure 6.2 Boundary established by the moral orientation of a corporation 
 
 
 
  
 
  
 
Harmonisation was found to be an approach adopted by members and their subgroups 
within both case organisations to resolve the study’s organisational paradox. A lack of 
harmonisation was also identified when examining incidents of ineffectiveness, where 
one or more criteria were not achieved in a financial year. Incidents of ineffectiveness 
arose when subgroups and their members did not behave in a manner consistent with  
the corporation’s moral-based goals. The actions used by both corporations to rectify 
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these incidents occurred by reinforcing the moral-based goals and resulted in improving 
the integration between subgroups, consistent with achieving the corporation’s financial 
goals and effectiveness criteria.  
This finding challenges the validity of the rejections by researchers (Danley, 1999; 
Velasquez, 2003) that organisations, including corporations, do not have 
anthropomorphic properties. For harmonisation to occur moral based goals are critical. 
These goals are determined and reinforced by the organisations moral orientation, they 
demonstrate a relationship between non-financial and financial goals, which is 
necessary for effectiveness to be achieved. However the concept of harmonisation as 
shown in Figure 6.2 requires a holistic perspective. Therefore research that is focused 
on organisational virtue (Cameron, et al., 2004; Bright, et al., 2013) and does not 
incorporate financial goals and effectiveness criteria limits pragmatic explanation. 
Similarly research into illegal behaviour within organisations that is rationalised as 
occurring due a dominant focus on financial goals (Harris, et, al., 2007; Mishina, et, al., 
2010) without adequately considering the moral orientation of an organisation limits 
possible explanations as to how such observed behaviour occurs and is sustained. This 
finding also supports the theorised reciprocal causality between financial goals, moral-
based goals and the common good of the organisation detailed in Figure 6.1 and 
discussed in section 2.10, as reciprocal causality is identified as a demonstration of the 
harmonisation between constructs detailed in Figure 6.2. 
The need for harmonisation, consistent with Figure 6.2, to align financial and moral-
based goals to achieve effectiveness is subject to the continual reinforcement of the 
corporation’s dominant moral orientation, the common good, as a demonstration of its 
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moral agency. How this occurs leads to a consideration of the study’s second research 
question.  
6.2.2 What is the relationship between the common good of an organisation and its 
effectiveness? 
The virtue-based concept of the common good has been reconceptualised as an 
organisational construct defined as the shared acceptance by members of an organisation 
of the sustainable goals of their organisation, which result in the ongoing moral and 
material benefit to individual members.  Within the study’s theoretical framework 
(Figure 6.1) this construct is positioned between financial and moral-based goals and 
effectiveness. By utilising the features of Searle’s (2005) concept of collective 
intentionality, with its components of language, status function and deontology (rules), 
as a guide the common good of the organisation was identified in the case organisations. 
An initial finding was that the common good of the organisation had a positive 
relationship with the achievement of each corporation’s effectiveness criteria. This 
relationship was found to occur in activities involving different subgroups where 
members demonstrated both strong working relationships and a high application of the 
corporation’s management systems, as detailed in Figure 6.3 (previously presented as 
Figure 4.5). 
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Figure 6.3 Effectiveness, work relationships and management systems 
  
       
 
 
 
 
 
The finding of a positive relationship was also supported by the finding that the stronger 
the presence of the common good of the organisation in a financial year the lower the 
incidents of ineffectiveness. This positive relationship was reinforced as each 
corporation implemented corrective actions, strengthening their common good which 
improved subgroup interaction in order to reduce the risk of ineffectiveness continuing 
in subsequent financial years. 
The positive relationship between the common good of the organisation and the 
achievement of a corporation’s effectiveness criteria was found to be necessary to 
maintain reciprocity between members’ behaviour and stakeholder reputation. This 
resulted in the finding that each corporation was Janus-Faced in nature, requiring 
reciprocity between different but related outcomes (discussed in section 4.5). The 
common good of the organisation was found to act as the mechanism to achieve 
reciprocity across multiple subgroup activities.  Therefore, as the dominant moral 
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orientation demonstrated by the corporation, effectiveness was achieved as members 
and their subgroups demonstrated a commitment to the organisation’s goals and the 
achievement of its effectiveness criteria, validating these actions as being consistent 
with the realisation their own goals—behaviour that was found to be consistent with 
the study’s definition of the common good. 
Within both corporations activities were identified that endeavoured to strengthen their 
common good and its positive relationship with the achievement of effectiveness. These 
ranged from specific events, such as manager conferences, employee breakfasts, formal 
recognition of the appropriate behaviour by members and subgroups, to the publishing 
of quarterly newsletters, annual reports and updated announcements that positively 
promoted project outcomes and corporate activities on each corporation’s web site. 
Where it was observed that there was a failure to clearly reinforce behaviour 
requirements consistent with the corporation’s moral-based goals this resulted in a 
weakening of the common good of the organisation across subgroup activities; an 
outcome that was found to lead to increasing levels incidents of ineffectiveness in a 
financial year due to members either developing multiple versions of the common good 
of their organisation, consistent with their own subgroup’s goals and effectiveness 
criteria, or adopting a different moral orientation as a justification for such behaviour. 
Therefore, in seeking to achieve their effectiveness criteria and align both financial and 
moral-based goals both corporations demonstrated moral agency as they endeavoured 
to continually reinforce the common good of the organisation. 
The response to the research question provides an explanation as to the relationship 
and impact between an organisations culture and values and its effectiveness, an area 
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that to date has had no adequate explanation as to how and why this relationship occurs 
(Cameron, et al., 2011). Firstly it challenges current approaches to organisational 
research to identify and understand the dominant moral orientation of an organisation 
as the foundation to explain member behaviour and subsequent outcomes impacting on 
the achievement of effectiveness. This is an underdeveloped area of research (Cameron 
et, al., 2011). While research into business ethics has identified that organisation’s have 
an ethical responsibility (Margolis, et al., 2007) and there has been an increasing level of 
misconduct within organisations (Green et, al., 2010) consideration as the moral 
orientation of an organisation that sustains or maintains inconsistency with ethical 
obligations is inadequate. How the common good of an organisation is developed and 
sustained to resolve the paradox of aligning financial and moral-based goals to achieve 
effectiveness has not been considered within organisational research to date. Rather 
business ethics research has identified this paradox as an issue (Beauhcamp, et, al., 
2009; Bowie, 2010; Michalos, 1995) but by failing to consider holistically the dominant 
moral orientation of an organisation and the relationship with the organisations 
effectiveness criteria, explanations as to the ongoing ethical or unethical outcomes by 
corporations will continue to be viewed as incomplete (Trevino, et al., 2006).  
Secondly, failure of organisational researchers to clarify an organisations unique 
effectiveness criteria and its unit of analysis will result in a shortcoming when seeking to 
rationalise organisational behaviour and outcomes. Organisations, including 
corporations are collectives (Scott, 1992) with their own specific internal decision-
making processes (French, 1979) but failing to clarify what they are seeking to achieve 
within a specific timeframe and the outcome, is the starting point. How and why this 
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occurred follows through member behaviour. By adopting this holistic approach as the 
first step, research into organisational effectiveness will therefore become a valid and 
worthwhile endeavour rather than declining area of interest (Cameron, 2010).  
6.2.3 Summary  
 A response to the study’s two research questions has been established, drawing on 
findings from Chapters 4 and 5. The relationship between these two responses has been 
articulated as, firstly, the harmonisation of financial goals, moral-based goals and 
effectiveness and, secondly, the defining of the common good of the organisation as the 
mechanism to achieve this harmonisation, validating a positive relationship with a 
corporation’s effectiveness. This relationship is consistent with the concept of moral 
agency and explains how corporations achieve reciprocity between stated goals and 
effectiveness. Importantly, these two responses and related findings support the study’s 
theoretical framework (Figure 6.1) including the causality between constructs, 
confirming that a corporation’s effectiveness is a separate construct to its goals. 
However, there is a requirement to define goals as either financial or moral-based, with 
their alignment being necessary to achieve ongoing effectiveness each financial year. 
This is presented as an organisational paradox. The theoretical framework provides an 
explanation as to how this paradox is resolved, by positioning the common good of the 
organisation between a corporation’s moral-based and financial goals and its 
effectiveness. However, the dynamic nature of the framework indicates that reciprocity 
is an ongoing challenge. I argue that redefining the common good, as proposed in this 
study, will provide a new perspective to further the understanding of the relationship 
between an organisation’s goals and its effectiveness and therefore addressing a number 
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of identified inadequate explanations within organisational research to date. This 
provides the foundation for developing a new theory for future research into corporate 
activities; a position that will be explored further in the discussion on the study’s 
theoretical contribution.                 
6.3 Theoretical Contribution 
Eisenhardt (1989) states that the “development of theory is a central activity in 
organisational research” (p. 532), consistent with this position, the paradoxical 
requirement to align both financial and moral-based goals to achieve effectiveness is an 
underdeveloped area of organisational research. My approach to understanding why 
this paradox occurs within a corporation, due to a requirement to simultaneously meet 
different outcomes, has resulted in the development of a theory that provides an 
explanation as to how the paradox is resolved: a corporation’s effectiveness is achieved 
through the common good of the organisation, thus aligning its financial and moral-
based goals. This explanation is consistent with the study’s theoretical framework 
developed in section 2.10. Findings lead to the reconsideration within organisational 
research of the framework’s constructs and their relationships: 
Organisational effectiveness is a unique construct 
A corporation’s effectiveness consists of a number of internally defined criteria that 
must all be achieved within a specified unit of analysis.   Organisational ineffectiveness is 
a new construct consisting of the non-achievement of one or more criteria within that 
unit of analysis; a finding that challenges the position that effectiveness “is mentally 
constructed and no inherent indicators exist” (Cameron, 2010, p.  xiii). This provides an 
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argument for reconsidering research into the topic of effectiveness as being worthwhile 
(Cameron, 2010), by identifying how organisations define their criteria and develop 
responses to address ineffectiveness.  
Moral-based goals are a new construct 
 They are an organisation’s stated goals that articulate a moral objective and are clearly 
defined as being ethically the right thing to do. The study has identified that these types 
of goals exist within each of the case corporation’s value statements and found that they 
harmonise member behaviour to align financial goals and achieve effectiveness. The 
categorisation of organisational goals as either moral-based or financial challenges 
goals-based research: has it been too generic, narrowly-focused and simplistic, therefore 
restricting the pragmatism of past findings? The study furthers the understanding on 
non-financial goals and their relationship to financial goals, as well as identifies 
empirical evidence, such as the ‘One Corporation A’ initiative and Corporation B’s focus 
on its heritage, as goal antecedents. These findings address two deficiencies identified in 
goal research by Shinkle (2012). The adaptation of Lowe’s (2002, 2010) sociologically-
based approach into understanding moral vocabularies with collectives was also 
invaluable in not only identifying each corporation’s moral-based goals but also in 
providing a guide as to how they may be described by members and are demonstrated 
within subgroup interactions.  
Corporations are moral agents 
As moral agents corporations maintain a dominant moral orientation. This is necessary 
in order for members and subgroups to align their behaviour to their organisational 
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goals. This supports French’s (1979) argument that moral agency is determined by an 
organisation’s intent, demonstrated through its internal decision-making processes and 
Scott’s (1992, p. 21) rational system description of “an organization is a collective 
orientated to the pursuit of relatively specific goals and exhibiting a highly formalized 
social structure”. It was found that a corporation’s moral orientation is a critical 
component of its formalised social structure for the pursuit of its goals.  
Harmonisation resolves the paradox 
Actions that demonstrate harmonisation rather than compromise by members and their 
subgroups align moral-based goals and financial goals in order to achieve effectiveness. 
This explanation not only rejects Bluehorn’s (1980) argument that goal research is to 
complex and should be abandoned, but elaborates that the concept of an organisational 
goal is more specific than just “a desired state of affairs which the organization attempts 
to realise” (Etzioni, 1964, p. 6). The finding that the alignment of goals is due to 
harmonisation between different constructs supports Smith’s (2014) position that 
organisational paradoxes are managed internally by members through the integration of 
linkages and synergies of a paradox’s components. The incorporation of Macintyre’s 
(2007) philosophical argument that effectiveness is not morally neutral led to the 
development of harmonisation as a viable alternative to members’ compromising 
between competing goals to achieve effectiveness. This demonstrated the value of 
adapting concepts from other fields to further the understanding of organisational goals 
(Shinkle, 2012). 
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The common good of the organisation is a new construct 
The corporation’s development and application of the virtue-based concept of the 
common good as its dominant moral orientation is the means for harmonisation to 
occur. The study redefines the common good of the organisation as an organisational-
level construct that aligns subgroup activities and is identified through the corporation’s 
collective intent. This finding furthers the consideration of the virtue-based concept of 
the common good as an important construct within organisational research (Arandona, 
2009; O’Brien, 2009; Sisson, 2007) and offers an explanation for the role of ethics within 
the conduct of an organisation’s activities (Bowie, 2010; Michalos, 1995). Redefining the 
common good to incorporate the need to provide ongoing moral and material benefit to 
individual member’s challenges research into business ethics to not just focus on the 
moral/ethical issues in organisations but examine them in tandem with the material 
objectives of individuals and corporations to further explore how they are aligned or 
misaligned and the related consequences. Lamenting that business ethics is an 
oxymoron (Michalos, 1995) due to the increased incidents of immoral activity by 
corporations (Trevino et al., 2006) only clouds the focus of research into the potential 
positive benefits of corporations as socially-structured collectives that influence the 
alignment of their specific goals and effectiveness  (Scott, 1992).  
Reciprocity exits between organisational goals and effectiveness 
Reciprocity explains the relationship between a corporation’s goals and its effectiveness 
criteria. Corporations can therefore be viewed as being Janus-faced, focused on both 
internal outcomes—goals that direct member behaviour—and external outcomes—
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effectiveness criteria that maintain stakeholder reputation. The common good of the 
organisation is the mechanism used to achieve the reciprocity of goals and effectiveness. 
This explanation of the relationship between an organisation’s effectiveness and goals 
incorporates MacIntyre’s philosophy (1988, 2007) to provide a rationale as to why 
corporations must accommodate both internal and external stakeholders in order to 
manage performance paradoxes (Smith & Lewis, 2011). As a mechanism to achieve 
reciprocity, the redefining of the virtue-based concept of the common good in the study 
also furthers the understanding of the role of virtue within organisations and its 
relationship to organisational performance (Bright et al., 2013; Cameron et al., 2004; 
Weaver, 2006). 
Application of the theoretical framework 
The dynamic nature of the theoretical framework, as indicated by the direction of the 
arrows between constructs, provides a potential explanation as to how corporations 
may reduce the challenge of minimising the risk of damaging stakeholder reputation 
through illegal activities (Hamilton et al., 2006; Mishina et al., 2012) or inappropriate 
behaviour by disengaged members (Gallup 2008-2012). Importantly the study’s 
framework provides a practical benefit as it can be incorporated into a corporation’s 
planning activities when discussing the challenges of developing and effectively 
implementing strategic initiatives across multiple subgroups.  
The need for a holistic perspective of an organisation 
The understanding of not just individual constructs but also their relationship and 
dependencies (as detailed in the theoretical framework) presents an argument that a 
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holistic perspective should be considered when conducting research into organisational 
goals and their relationship with organisational effectiveness. As discussed in section 3.2 
this position also supports the use of a research design that enables the collection of 
data from multiple sources and the analysis of this data to determine patterns and 
themes applicable to organisation rather than project or sub group outcomes. This 
argument overcomes current positions that organisational goal research is too complex 
(Bluehorn, 1980) and that organisational effectiveness research is becoming irrelevant 
due to a decline in pragmatism when faced with the reality of incidents of ongoing 
unethical behaviour by corporations (Cameron, 2010); criticism’s that may appear 
justified if one approaches the topic from a narrower perspective by focusing on a single 
construct and/or relationship.  
 
These findings and their contribution to building theory arose through two longitudinal 
case studies conducted simultaneously. The collection of data enabled the stated 
theoretical constructs to be identified and explored through the different perspectives of 
each corporation, including their reinforcement within remuneration arrangements and 
impact on management systems. An iterative approach incorporating additional 
paradigms (for example, member versus stakeholder interests and siloed versus 
integrated behaviour by work groups) emerged through the data analysis that assisted 
in determining the rationale of construct relationships (Lewis & Grimes, 1999).  The 
data analysis also utilised a thematic coding structure based on the study’s theoretical 
framework, which enabled the research to “stay within spatial constraints while also 
conveying both emergent theory that is the research objective and the rich empirical 
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evidence that supports the theory” (Eisenhardt & Graebner, 2007, p. 29). These 
approaches endeavoured to ensure that in using an exploratory and explanatory 
approach to build theory the research was based on a valid empirical process 
(Eisenhardt, 1989a). 
In summary, good theory provides new insights while being “parsimonious, testable and 
logically coherent” (Eisenhardt, 1989a, p.  548). The study’s findings, defined as the 
common good theory of organisational effectiveness, provides new insights into the 
relationship between organisational effectiveness and organisational goals. These 
insights it is argued are due to the simplicity of the theoretical framework, the clarity in 
construct definition and construct relationships that explain not only how but why the 
relationship between goals and effectiveness occurs in the conduct of a corporation’s 
activities by members and their subgroups. Importantly the study’s   theory contributes 
to guiding future research by deepening as well as broadening the understanding of the 
behaviour of corporations and organisations in general. In order to support this claim 
the major opportunities for future research will now be explored. 
6.4 Opportunities for Future Research  
  The following opportunities for future research have been identified: 
1. The application of the theoretical framework to diverse corporate and 
organisational environments. Further qualitative research is required to identify 
and contextualise constructs and their relationships within other corporations, 
both project-based and non-project-based (manufacturing- or service-
orientated). This could also be extended to compare findings from corporations 
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that have an international footprint in order to determine the efficacy of the 
framework when incorporating members and stakeholders from different 
cultures and markets within the activities of a corporation. 
2. The continued clarification and exploration of different types of goals (financial, 
moral-based and social) and their interrelationship in directing the behaviour of 
an organisation’s members. This is consistent with the finding by Shinkle (2012) 
that within research into organisational goals (including aspirations and 
reference points) there is an underdeveloped focus into non-financial goals 
compared to financial goals. The ongoing validation and contextualisation of the 
construct of moral-based goals and unpacking of its relationship to financial goals 
is an opportunity to broaden research into the topic of organisational goals. 
Opportunity also exists for research to qualify what the study has termed ‘social 
goals’ (section 2.1) and their relationship with financial and moral-based goals, 
an area excluded from this study. 
3. Exploring the relationship between effectiveness criteria and levels of 
ineffectiveness presents researchers with an opportunity to be re-engaged on the 
topic by seeking to validate the construct of organisational effectiveness as 
consisting of criteria focused on stakeholder reputation, operationalised within 
an organisational context. Findings can also be expanded to explore its impact on 
members’ and subgroups’ activities and relationships with other research topics, 
such as teamwork, leadership and employee engagement. Consideration can also 
be given to how and why organisations seek to address ineffectiveness within a 
defined unit of analysis. A question that also emerged during the analysis was 
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whether effectiveness, consisting of defined criteria, is an absolute, with only 
levels of ineffectiveness occurring within a defined unit of analysis.  This matter 
requires further consideration and clarification as it was beyond the scope of the 
study.     
4. Conducting studies that seek to validate and expand the generalisation of the 
study’s construct of the common good of the organisation in different 
organisational settings by testing the application of Searle’s (2005) concept of 
collective intentionality. These endeavours could also incorporate an 
understanding of the use of moral-based language within organisations, drawing 
on similar studies and research methods utilised in sociology (Lowe, 2010).  
5. Expanding the research into teamwork and employee engagement based on the 
examination of working relationships and the application of management 
systems in order to validate the interaction between the common good of the 
organisation and its effectiveness criteria. This research could also incorporate 
the concept of integrated and siloed behaviour between work groups to improve 
understanding. Based on Figure 6.3, a survey instrument could be developed 
incorporating both working relationships and management systems in order to 
conduct quantitative research into this topic. 
6. Research that seeks to legitimise the study’s concept that corporations are moral 
agents and the finding that corporations have a dominant moral orientation that 
acts to harmonise member behaviour, as detailed in Figure 6.2. This could lead to 
an increase in empirical studies to further the application of MacIntyre’s (2007) 
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concepts within organisational research (Beadle & Moore, 2006). Research of this 
nature also has the potential to explore the relationship between organisational 
effectiveness and ethical concepts, such as organisational virtuousness (Cameron 
et al., 2004), corporate illegality (Mishina et al., 2010) and related concepts 
within the area of business ethics. 
7. Redefining the understanding of stakeholder and member interaction through 
the concept of reciprocity based on the achievement of an organisation’s internal 
and external outcomes (MacIntyre, 2007). Further research is required to 
validate the argument that corporations are Janus-Faced, as detailed in Figure 4.3. 
This provides an opportunity to expand the understanding of the nature of 
corporations within modern society as seeking to achieve different, but related, 
outcomes and clarify the role of the common good of the organisation as a means 
for their achievement. 
In summary, these seven major opportunities for future research offer a detailed and 
rich environment for the validation and generalisation of the common good theory of 
organisational effectiveness. These opportunities present researchers with a unique and 
holistic perspective through which to understand organisational behaviour and its 
subsequent impacts. They also assist in the development of a new language that can 
further enhance the understanding of the role of corporations and organisations in 
general within society.  
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6.5 Limitations  
As a multiple case study, findings are impacted by the challenge of ensuring validity and 
reliability (Yin, 2009).  Section 3.9 outlined specific approaches used to demonstrate 
rigour and credibility in the methodology adopted for the study’s data collection and 
analysis. These included: triangulating findings across multiple data sources; developing 
detailed, thematic coding structures based on pre-determined construct definitions; 
using a theoretical framework to manage the volume of data; and specific strategies 
taken to limit the risk of researcher bias. These approaches provide standardisation to 
improve the study’s validity and reliability (Gibbert & Ruigrok, 2010). The study’s 
findings and their rationalisation were also focused on improving generalisation, with 
P1 not being supported (section 5.2), demonstrating that the building of theory was 
evolutionary. This was also evident in the rationalisation of the relationship between 
effectiveness, goals and the common good that emerged from the analysis of the data 
and was discussed in section 4.5.  
Despite these actions the study is limited due to its iterative process guided by the 
researcher’s interpretation of events and their reporting within the study. Strategies 
have been adopted to provide dependable findings and theoretical rationale to these 
events, especially through the triangulation of data sources and a high level of context 
familiarity, developed as an outcome of the study’s longitudinal nature. When the risk of 
researcher bias was identified due to high participation in a particular activity in either 
case organisation it has been endeavoured to exclude that activity from the data. 
 256 
6.6 Conclusion 
This is an exploratory study to improve the understanding of the relationship between a 
corporation’s financial and moral-based goals and their impact on its effectiveness. As an 
underdeveloped area of research the objective was to build theory by establishing links 
between stated constructs in order to provide an explanation of the phenomenon of 
corporations achieving (or not achieving) effectiveness. Based on the argument that 
effectiveness is not morally neutral  (MacIntyre, 2007) this argument has been adapted 
into an organisational context and positioned the need to align different types of goals to 
achieve effectiveness as an organisational paradox. This approach led to the inclusion of 
ethical concepts, such as virtues and collective intent, and sociological research methods 
into moral language and narratives, to understand the relationship between an 
organisation’s goals and its effectiveness and how the paradox may be resolved. The 
development of theory based on the redefined concept of the common good as the 
means to achieve both goals and effectiveness is an outcome of the argument that moral 
agency can be allocated to a collective, being for the purpose of this study a corporation. 
This approach resulted in the determination that it is through harmonisation of, not 
compromise between, different types of goals that members achieve organisational 
effectiveness; an outcome explained by the concept of the common good as it benefits 
both the corporation and individual members. 
As identified in the data analysis, collected over three years within two case 
organisations, effectiveness is a dynamic and challenging objective.  Despite this I was 
often surprised by the endeavour of members within both corporations to strive for its 
achievement. Perhaps this is an anomaly that can only be substantiated through 
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validation with other organisations. When ineffective outcomes were identified during 
the study, be it a safety incident, the challenge of meeting a project deadline or client 
expectations, it was observed that both individuals and teams committed their time and 
resources to achieve rectification because they believed it was the right thing to do. 
These acts were viewed as being consistent with the study’s framework, as were the 
situations that resulted in ineffectiveness in the first place. 
The study’s common good theory of effectiveness, with its related construct definitions, 
frameworks and models, provides an explanation for my motivation to conduct this 
research: there must be a rationale that goes beyond the overarching statement that an 
organisation’s success or failure is due to its culture, values and/or leadership. As a 
corporation is a feature of society the development and testing of my theory has the 
potential to challenge current concepts regarding corporate behaviour and reaffirm the 
important role of corporations: they are required to contribute to their members’ 
ongoing moral and material development in order to maintain viability—their 
effectiveness is not morally neutral. 
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Appendix One: Interview guide — Pilot study (semi-
structured) 
1) Demographics   
1.1) General information 
Length of time with the organization: 
Current role and accountabilities: 
Previous roles and accountabilities: 
How long have you been a participant in the employee share scheme? 
2) Framework 
2.1) Common Good of the organization 
What is the intention of the share scheme? 
How is the scheme an effective way of achieving this intention? 
How does the scheme align to the objectives of the organization? Can you give me an 
example? 
How do employees become informed about the scheme and how some employees are 
included or excluded? 
How does an employee become eligible to participate in the scheme?  
Does there need to be a demonstration of commitment to particular beliefs and values 
to become a member of the scheme? 
2.2) Collective Intentionality 
What are the goals and objectives of participants of the scheme? How where you 
informed about these? 
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Does the scheme require any additional responsibility of participants? 
When do you see yourself as a shareholder rather than an employee? 
2.3) Decision making 
Who is accountable for the scheme? 
How are decisions regarding the scheme made? 
What is your involvement in this decision making process as a shareholder? 
2.4) Communication 
How are you kept informed on the scheme and your entitlement? 
Once you became a participant did your participation in the organization change? 
What is your say in organizational matters as a shareholder? 
Do you take a greater interest in the organization since becoming a shareholder? 
2.5) Structure 
What is the structure of the scheme? 
How is the structure of the scheme consistent with the objectives of the organization? 
Do you attend shareholder meetings or similar forums? If so what is the objective of 
these forums? 
Do they assist you as a shareholder? 
2.6) Role of central functions 
Who manages the scheme? 
How do they support the functioning of the scheme? 
Is the management of the scheme consistent with the objectives of the organization? 
2.7) Organizational Effectiveness 
 275 
What aspects of the scheme have an impact on the performance of the organization? Can 
you give me an example? 
Has the scheme been modified to meet changes within the organization? If so when and 
why? 
Notes of other questions asked 
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Appendix 2: Interview guide — Major study (semi-
structured) 
Introduction, purpose of the study, ethical guidelines, confidentiality, how the data will 
be used 
Outline of the interview process. Expected timeframe (1-1.5 hours), audio recorded and 
why 
Background information 
 Name and current position, accountabilities and staff 
 Length of time in current role, previous roles, length of time in organization, 
previous work experience 
 Reports to manager, department 
Organization 
 Can you describe the goals and objectives of the XYZ? 
 How does your role contribute to the achievement of these? 
 How would describe XYZ as an organization? 
 What do you like about XYZ? Can you provide me an example? 
 What are some of the challenges within XYZ? Can you provide me an example? 
 In regard to project/projects 1,2, 3 how do they reflect your comments about 
what you like and some of the challenges mentioned? Can you provide examples? 
 In your experience within XYZ has there been difficult times and why? 
 In your experience has there been successful times within XYZ and why? 
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Team 
 Who do you interact with the most? Are they within your area or outside this? 
 In your interactions what is your objectives? 
 How do you reinforce this? 
 In regard to projects 1, 2 3 how are these objectives achieved? Can you provide 
me an example? 
 Looking back what are the formal and informal approaches that assist in 
achieving your objectives? Can you give me examples of both formal and informal 
approaches? 
 Has there been an example where you or others had to intervene to reinforce an 
agreed objective? Can you give me an example, what was your role, what was the 
outcome? 
Project delivery (variation depending on whether the informant is executive, technical 
or operational) 
Executive/ Technical 
 In regard to project 1, 2, 3 is there consistency in how they operate/perform to 
organizational objectives? Can you give me an example? 
 Why do you see there is consistency or inconsistency? Can you give me an 
example of both? (Expand on reasons for variation between the three projects 
look for informal as well as formal indicators) 
 What is your involvement in these projects? Can you give me an example both 
formal and informal? 
 How do these projects relate to your accountabilities? 
 Do you spend more time on one of these projects than the others? Why? 
Operational 
 In regard to project 1, 2, 3 is there consistency in how they operate/perform to 
organizational objectives? Can you give me an example? 
 How is it achieving these objectives? 
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 What support do you receive from across the organization to achieve this? Can 
you give me an example? 
 Who within the organization do you interact with outside of the project? How 
does this assist you? 
 Can you give me an example of when the project faced a difficulty? How was this 
resolved? What support did the organization provide, either formally or 
informally? 
 Are there any organizational initiatives that have assisted the project? Are there 
any that have not? Can you give me an example? 
Future 
 What do you see as a major challenge for XYZ? 
 What is occurring within XYZ to meet this challenge? 
 What is your involvement in this? 
 How is it going? Can you give me an example? 
Past 
 Looking at your experience prior to joining XYZ what do you feel is different 
between this organization and others that you have worked for? Can you give me 
an example? 
Is there any questions or further clarifications you may have? 
Thank you for your time. Is it ok if I come back to you if required to clarify responses? 
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Appendix 3: Example of Interview Coding: 
 
GM1: 
I think it is still important, it's amazing how
many people in a conversation, if there's a silo
attitude or you know, holding onto something,
that phrase One (Corporation A) provides the
impetus to say well hang on, we're in this one
organisation. So yeah, it's the one card trick,
hang on One (Corporation A) then people
straight away, the One (Corporation A) comes
with what everyone has agreed to over the last
year about One (Corporation A), so there is a
lot in that. The centre of gravity just shifts.
What can I really do, what do I really need and
what can I do without to help this One
(Corporation A), so I think that works well, and
if we do look back over a few years, I mean I
even look back…the guys in the (business unit
1) team, just had a thing, they thought that the
(business unit 2) team were just inferior. In
actual fact, if you went and had a good look,
their safety results were better, their financial
results were better, and they had a bunch of
good people, when they fell in the shit, would
throw in and help them, so a bit of an ego, a
few egos there. I think the One (Corporation
A), it polarises people to be true about their
team, the total business team. But it also could
probably go too far too. You've got to get the
balance right.
Informant-
Term-
Ineffectiveness
Term-
effectiveness
Ineffectiveness-
Moral goal -
teamwork
Criteria-
effectiveness-
safety, financial
Moral goal-
teamwork
Effectiveness-
Moral based goal 
pride/teamwork
Note: Alignment/ 
team and whole 
business. 
Effectiveness
Note: positive 
comment
Note: Triangulate 
comment
Note: 
Triangulate 
comment
Example: Common 
Good
 
